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Improving public sector decision making has been a continuous quest 
since the emergence of democratic governance in early Greece. Resistance to 
more involvement by citizens has been one of the major barriers to 
improvement, as elites struggle to retain control of the reigns of governJTtent. 
Increasing urbanization and levels of education have produced pressure to 
solve a growing list of difficult problems . Expectations have risen faster than 
governments' ability to respond, which has led to a loss of confidence and 
increasing citizen initiatives to gain control of the public sector. A nwdel for 
reform of public sector decision making is possible and flmvs from n1any 
recent initiatives, the impleITtentation of which must now br· accelerated 
through the remaining barriers. 
I. The Roots a n d  Evolution of Participato1y Democracy. 
Democracy and public in v olve 1Tten l 111 decision makino have been b 
e volving for more than hvo thousand six hundred years and yet in many 
v.rays they are still in a very primitive state. Den10cracy is said to have been 
officially born in the 5th century B.C. in Greece but may have had its roots 
even earlier in the Doric villages knmvn as demos. This ne\v fonTl of 
government \Vas a direct response to the au tocratic self-serving rulers \Vho 
were prevalent during this period. The basic tenets of democracy \Vere 
established as public deliberation, elections, diffusion of power and the rule of 
la\v (�fathews, 1994, p.199). These principles are valid today but unfortuna te ly 
we are s till trying to convince the private, political and bureaucratic elites to 
share power with a largely disenfranchised public. 
The aristocrats of the Roman socie ty in the 3rd and 4th centuries B.C. 
were forced to yield some of their power \Nhen the Plebians rebelled against 
their magistrates. This rebellion is remembered today in the use of the t erm 
plebiscite \vhich is a voter initiated change in legislation. Eventually, the 
Plebians worked their way into the formal ru ling class and by 172 B.C. 
controlled both elected bodies of the Roman Empire (Hopkins, 1983). This 
incursion of the middle class into the decision making process proved to be 
short lived as democracy generally fell into a state of decline for the next 
millennium, although some very interesting and relevant dev elopments 
impacting on democracy did occur. 
During this period of decline for democracy there was a s ignificant 
gro,vth in the palace administration which eventually lead to the 
professional bureaucracy \ve have today. Professional politicians \Vere 
associated \vith the earliest democratic experiments but became more 
entrenched with each passing century as Roman senate seats \Vere passed 
from father to son. Perhaps the most significant achievement during this 
weak period for democracy was the effort of Justinian I to bring all Roman 
la\NS together through a systematic codification process. The resulting Corpus 
Juris Civilis became the model for civil la·w codes in most of Europe (Barber 
and \Vatson, 1988). '\Vhile these changes did not immediately impact on the 
ability of democracy to improve and evolv e  they laid the ground1vork for 
some very significant changes in years to cor11e. 
Other changes occurred during the middle ages which also have had 
significant . influence on the development of democracy and public 
involvement in decision making. In 1215 AD. the i'vfagna Carta changed the 
rule of lavv to apply to all men equally although the application of the new 
la1\' vvas extremely problematic (Barber ai-td \Vatson, 1988, p. 128). 
Urbanization and increasing trade created a ne\v class "the bourgeois" 
comprised of merchants, bankers, lawyers, doctors and skilled craftsmen. 
They wished to share power vvith the aristocrats, and the clergy, who along 
with the monarchs had controlled virtuaily every aspect of life ( Barber, 1993, 
p. 9). This pressure to share power has been an i mportant part of the struggle 
for democracy from the very beginning of Greek experiments. 
The Greek aristocrats \vere not happy \vith the rude and ignorant 
behaviour exhibited in the early public forums (Barber and ·watson, 1988, 
p.26). The Roman aristocratic senators were not very happy with the Plebans 
and King John was not very happy \Nhen the English nobles forced him to 
sign the Magna Carta. Even respected philosophers came down on the efforts 
to involve the common man in the affairs of government. Voltaire and 
Montesquieu vvanted enlightened rulers to show the way because they felt the 
bourgeois class was incompetent and incapable of understanding complex 
issues (Barber, 1993, p. 48). The Age of Enlightenment (1680-1780) saw many 
intellectuals concentrate on the imperfections of the Ancient Regime but they 
couldn't agree on precisely ho1"'' the reforms should be achieved. Mosca and 
Pareto thought political elites could transform themselves (Bachrach, 1967, p. 
14). Hobbes and Locke challenged the inherent right of elites and appealed to 
the use of reason and natural laiNS (Barber, 1993. p. 44). And finally, the 
French Revolution captured the attention of the 1,vestern 1vorld 1vith its 
violent resistance to the control of the elites. Unfortunately, this1 like so 
many other revolutions, did not produce the most favourable or 
long lasting results. 
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\Vhile democracy may not have progressed as steadily as it might have 
in the 15th to the 18th centuries there were indeed sonte significant 
developments. Industrialization changed the \vay Europeans lived and hovv 
they \\'ould eventually be required to govern themselves. The Age of 
Enlightenment changed the \vay people thought, \vhich may have confused 
most people at first but eventually laid the groundwork for modern 
democratic philosophies. And the French Revolution ushered in a new 
social and political system that still influences governments today (Barber, 
1993, p. 69). The American Revolution, considered by many to be the most 
successful event in the development of democracy in this millennium, 
certainly benefited from all of the groundwork \vhich had been laid before 
from the Greek Doric villages to the French Revolution. 
The struggle for democracy and meaningful public involvement took 
on a ne-vv d imension after the American Revolution. According to observers, 
such as Alex de Tocqueville, the United States of America didn't have the 
disadvantages of excessive historical and class baggage to slow them dO\vn. 
They were able to have substantive political debates and refine the laws and 
governmental systems \Vhich had been established. Expanding population 
and economic grmvth created opportunity for many people and the business 
elite d id not feel the same sense of obligation to the lower classes that the 
European land - based elite had felt. Dependency was not as present and this 
led to an even greater d ependence on the common man to manage his o-..vn 
affairs as \Vell as be involved in the affairs of government (de Tocqueville, 
Bradley (ed.), 1980). 
The industrial revolution was the turning point in the change from an 
agrarian society to an urbanized, industrialized society. As population grew 
in Europe and North America the need for increased government became 
obvious, especially in densely populated urban areas. Pollution and health 
concerns were uppermost on the list of concerns, along with fire hazards and 
crime. There were different vie�ws on how to solve these and other problems 
\vhich heightened the need for political d ebate. Governments grew in size 
and complexity making it increasingly d ifficult for citizens to gain access and 
special interest groups began to assume higher levels of importance. 
Special interest groups \Vere actually considered to be a very posi tive 
factor in the preservation of democracy because they helped to provide a 
balance to the influence of elites or authoritarian rulers (Durnhoff, 1990). One 
of the earliest examples of special interest groups were the tower societies 
established in Northern Italy around 1000 A.D. These networks of mutual aid 
and benefit �were one of the few bright spots for democracy at this time i n  
history. In this case the citizens came together to protect each other from 
violent neighbours and eventually these groups evolved into c1v1c 
institutions of local government  (Putnam, 1993, p. 173). Unfortunately, 
special interest groups seem to have gotten out of hand in our current system 
of governance and have actually become a part of the problem \Ve have with 
effective government operation. Excessive numbers of interest groups, some 
with inordinate power, sometimes delay or skeTvv the decision making process 
thus making it more difficult for politicians and bureaucrats to be responsive 
to the needs of the \Vhole community or society at large. 
Citizens have been promised a much more significant role in  the 
affairs of their governments than they are often given or are vvilling to 
assume. The United States Declaration of Independence states that each man 
has a right to pursue his life unobstructed with an equal voice in decisions 
that effect the \vhole community. Various theorists including Roland 
Pennock believed this could be extended to suggest that all men should have 
the equal opportunity for protecting and advancing his interest and 
developing his powers and personality (Bachrach, 1967, p. 83) . Unfortunately, 
most democratic governments do not usually live up to this and other 
similar idealistic goals. 
In the early period of America's development direct democracy \Vas 
alive and well in the form of TO\vnhall meetings where the entire population 
could vote on important issues. Since that time there has been a gradual 
distancing of the government from their constituents. In the late 1800's this 
distancing was combined with a conspiracy theory by Iviarx and Engels to 
spa,vn the creation of socialism (Barber and \Natson, 1988, p. 196). Perhaps 
the strength of America's democratic roots allO\'\'ed for the avoidance of such 
dramatic changes to socialistic and even totalitarian governments \Vhich 
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emerged in Europe. Changing the political parties in pmver or institu ting 
broad based reforms seems to have satisfied the need for change in America 
in the later half of the 1800's and the first half of the 1900's. 
Hovvever, the very pressures 1vhich spawned the revolutions for 
democracy in Europe in centuries past, as well as other rebellions, are 
showing signs of threatening democracy today. Governments are in a serious 
debt situation, the gap betvveen the rich and the poor is growing, social 
�welfare programs are not succeeding and the list of unsolved problems is 
getting longer instead of shorter (Barber and "\Vatson, 1988, p. 213). These 
problems which also include health care, education and environmental 
conditions are unresolved for many reasons including legislative gridlock, 
lack of sufficient revenue (due to excessive debt), demands by special interest 
groups and a decision making process ,,vhich has become overly cumbersome 
and complex. Politicians promise solutions but when they aren't delivered 
people become increasingly cynical (Chrislip, 1995, p. 239). And its not that 
the public doesn't want to be involved because a recent survey by the 
Kettering Foundation found that people were interested, they just didn't feel 
,,velcome at the decision making table (p. 243). So it is the process vvhich must 
bare a major part of the blame for the breakdown in our representative form 
of government. Citizens have lost control to the politicians, the bureaucrats 
and special interests including strong business interests. The reluctance of the 
"system" to address these issues has put the public in a very ugly mood. 
The media must also bear a certain amount of the responsibility for 
this breakdown in our democratic system and processes. They seem to have 
increasingly come between the political process and the public as a sort of 
intermediator or interpreter. There are good and bad aspects of the media's 
role in governance. Certainly they can and often do provide detailed and 
timely information on issues of public importance. But recently many 
people in the media have tended to manipulate the ne,,vs to suit their O\vn 
purposes ,,vhich is beating the competition and selling advertising. :Many 
politicians have also engaged in this is manipulation of the press \Vith the 
public becoming more cynical than ever about their governments and the 
media (Jamieson, 1993). 
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The roots of participatory democracy are very long chrono logically and 
some of the examples of success are inspiring. Hmvever, the evolutionary 
process has not been as positive as it might have been given the po tential for 
improvement. The pressure to avoid public involvement has always seemed 
to be slightly greater than the pressure to pursue it. If one factor were to be 
identified as the reason for this imbalance perhaps it would be greed. The lust 
for wealth and power has alvvays been a significant factor in the evolution of 
our governmental systems. The common good is all too often tho u ght to be 
threatening to those \vho already enjoy some special status or condition. 
Protecting the status quo or even trying to benefit at the expense of others 
would seem to be one of the primary barriers to the pursuit of participatory 
democracy. 
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II. The Loss of Confidence 
A fair percentage of the population probably possesses a healthy 
skepticism about government and this has been true from the very beginning 
of government, democratic or othenvise. Sometime after lVorld War II there 
seems to have been an inordinately large drop in public confidence in 
government in the United States and in n1any other countries as well. Some 
political pundits in the United States point to events such as the Vietnam 
\Var or \Vatergate to explain this decrease in confidence but there are probably 
a number of factors \vhich can be assigned some portion of the responsibility 
(Hansell, 1996, p.5). 
Certainly one of the factors i mpacting on the loss of confidence in our 
governments must be the change in the education level of our population. 
In 1950 two thirds of the people were unskilled workers whereas today two 
thirds of vvorkers are professional or skilled. This must certainly have created 
a higher level of understanding about government as 1vell as higher 
expectations (Osborne and Gaebler, 1993, p. 167). The private sector has also 
become more consumer sensitive which has produced a higher standard as 
people expect to get good service and be treated like someone who is special. 
Governments simply have not been willing and/ or able to assume similar 
levels of excellence ( p. 168). 
Expectations are only the beginning of the gap 1vhich as been created 
between our governments and their constituents. In many debates about 
public input into the decision making process politicians and bureaucrats 
continue to use the time honoured excuse that the issues are simply too 
complex for the average person to understand. The second part of that 
arguement usually involves some statement by the government 
representative about people only looking out for their mvn self-interest 1vhile 
those in government must do 1vhat is best for everyone (:Mathe1vs, 1994, p. 
66). This assumes that people don't have shared values or shared interests 
·which is clearly not true (Orren, p. 28 Reich (ed.), 1988). It can be argued that 
the so called "me" generation lost touch \vith their shared community 
interests in the 1970's and 1980's and practised a kind of blatant materialism, 
but hopefully the recession of the early 1990's has brought ITwst of them back 
to their senses. 
Another prevalent reason given for the loss of public confidence in 
government, is the decreased contact �vvith our governments. Urbanization 
has caused a large percentage of our population to live in large urban areas 
with bigger, less accessible governments . State governments and the Federal 
government have gro\vn in size creating increasing levels of bureaucracy to 
penetrate. And \vith inventions such as radio and television it became less 
necessary for politicians to actually go to the people because they could get 
there electronically (\i\Thite, 1992, p. 165). It didn ' t take long for the politicians 
and their advisors to realize that this electronic media could be cleverly used 
to their benefit because it could be used to manipulate public opinion . In th e 
1970's and 1980's, especially at the national level, the rift between the 
government and media gre'rV. A very telling point in the deteriorization of 
public confidence in government came \Vhen one advisor to President 
Reagan argued that the constitution did not guarantee the public right to 
know anything about what the government \Vas doing (Hertsgaard, 1992, 
p. 40). This was indeed a new high in political arrogance and certainly 
contributed to the public's feeling that the government was looking out for 
somebodv's interest, but it certainiv \vasn't the man in the street. � , 
The media has played a role in this loss of public confidence. As the 
competition for customers and advertisers increased there seems to have 
been a corresponding decrease in the media's vvillingness to serve the public's 
interest. The media seemed to respond to its increasing role as government 
intermediary by pursuing conflict, scandal and mistakes made by our 
governments. Substantive stories or good news stories didn't sell according 
to many editors and publishers (Rosenstiel, 1994, p. 11 1). The politicians were 
trying to manipulate the media and the media was trying to bring down th e 
government or at least make them look as bad as possible. How could the 
public help but become frustrated and cynical with such a steady diet of half 
truths and negativity? 
Expectations, decreased contact and media manipulation only touch on 
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the attitudinal and behavioural side of the problems facing government and 
the Joss of public confidence. There is an equal case to be made for the lack of 
actual results. For years governments have thought that thro\ving money at 
a problem was the solution. After ten years of education reform and 
spending over 60 billion dollars, test scores have not improved nor have drop 
out rates. Tens of bilhons of dollars on environmental dean-up have also 
yielded meager results (Osborne and Gaebler, 1993, p. xxi). The list of 
unresolved problems is growing, instead of getting smaller and every level of 
government is reeling from the financial and political fallout of these 
unresolved problems. The taxes spent on welfare and many other 
government programs has produced unprecedented debts and deficits 
(Chrislip, 1993, p. 237). 
In a recent case in Metropolitan Toronto, in Canada, the Provincial 
government has threatened to eliminate six local governments in order to 
create one megacity. In an obvious state of desperation to save their jobs local 
mayors and council members promised to reduce expenses drastically if this 
megacity initiative \Vas avoided. The public did not succumb to this pathetic 
plea and simply responded \Nith letters to the editor asking why these costs 
had not been reduced in the past. 
Governments have not been paying attention, for the most part, to the 
needs of their customers. Programs have often been planned on the basis that 
one size will fit all vvith no regard for the special needs of various groups. 
·when threatened the politicians and bureaucrats circle the \vagons in order to 
look out for their interest first (Osborne and Gaebler, 1963, p. 168). It's not 
hard to figure this out \Vhen people see the size of government pensions 
compared to their ovvn. There is little doubt that the public has lost 
confidence in the public sector. The emergence of third party candidates like 
Ross Perot, the passage of tax limitation legislation and increased calls for 
more direct democracy are just a few of the more obvious indicators. Public 
polls support this opinion and the rousting of incumbent candidates is 
certainly a good indicator as well (Boyer, 1993, p. 109). The fact that confidence 
has been lost does not automatically explain how it happened. 
Understanding why government has been unable to see the problem as it is 
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or deal \Vith it effectively can be very useful in understanding \.vhat should be 
done in order to begin to \Vin that confidence back. 
lO 
Ill. The Breakdown of the Pub l ic Sector 
According to t\vo public sector consultants, "government agencies have 
challenges today that are more difficult and complex than any faced by our 
nation in peacetime. They must cope \Vith seemingly intractable deficits, 
steady growth in demand for traditional services, new and unusual 
requirements brought on by a drug epidemic and a highly competitive vvorld 
economy, and increasing disillusionment with governments ability to serve 
the needs of its citizens. 'vVe can no longer thrmv money at these ideas. The 
only realistic solution is to improve performance, providing more and better 
services for each tax dollar spent. \Ve believe TQM is the best, and perhaps 
the only, method government can use to meet these challenges'' (Carr and 
Littman, 1990, p. ix). T he authors provide a fine brief summary of the 
problem facing governments, at least from the stand point of the bureaucracy. 
This is logical given their profession as management consultants and the fact 
that their livelihood depends on their ability to get contracts to fix or improve 
bureaucracies. \Vhat they have very much forgotten is the role other key 
actors must play if government is to get the job done and must be joined i n  
that task by the politicians, citizens and the media. It has been the collective 
failure of each of these groups "\vhich has caused government to fail and it 
will take a joint effort to return government to a level of excellence and 
respect which is easier to envision than it is to achieve. 
The bureaucracy has, in many cases, become too big, too self-serving 
and umvilling to challenge itself to become more responsive, more efficient 
and more effective. VVhen "In Search of Excellence" ,.vas vvritten in the early 
1980's for private sector companies it didn't take long for someone to adapt 
the principles put forward for use by governments. George A. Sipel of The 
Center for Excellence in Local Government in Pal Alto, California established 
eight elements necessary for local government excellence. They are: 
1. values 
2. employee orientation 
3. autonomy and entrepreneurship 
4. closeness to citizens 
5. action orientation 
6. political relationships 
7. structure 
8. mission, goals and competence 
(Sipel, 1984, p.2) 
One could surmise that this list had something to do with what \vas 
not \,vorking in local governments at that time. f..fany local governments 
probably did not have established values or codes of ethics; employee 
orientation was probably grossly inadequate; individual initiative and 
entrepreneurisrn was likely discouraged; citizens were avoided in most cases; 
the status quo was considered the safest approach; relationships between 
different groups was likely very strained; structures were very hierarchical 
and overly complex; specific goals and attention to competence was the 
exception and not the rule. If these conditions had not existed it would 
probably be safe to assume that crime rates would have been lower, welfare 
costs would have been lmver, solid vvaste \vould not have been such a 
pervasive problem, infrastructure would not have deteriorated so badly and 
our government debt would not have risen so sharply (Bens, 1994, p. 33). 
The bureaucracies in most government agencies have not been getting 
the job done but what about the politicians, have they done any better? One 
of the biggest complaints against politicians is their umvavering willingness 
to make promises which they know they cannot keep (Chrislip, 1993, p. 239). 
Our selection process must also be suspect as charisma seems to guide most 
voter decisions instead of a candidates stand on the issues or proven track 
record at getting things done (Bens, 1985, p. 6 ). The party system has also 
stymied more than a few well intentioned reformers who found out that the 
seniority system and special interest groups took over very shortly after the 
oath of office was sworn. And vvhat happens \vhen political egos bump up 
against each other as politicians vie for headlines to impress their 
constituents? Does the lust for re-election ever get in the \vay of making the 
right decision for the community, the state or the country? In both the 
bureaucracy and the political realm we seem to have missed one key element 
and that is accountability. \Ve haven't perfected a system for holding 
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our public servants, elected or appointed, accountable for the right things. 
The media has already received some attention but it should be added 
that accountability is also a problem \vith this group. Certainly freedom of the 
press guarantees the media's right to speak freely on any issue, but we, as 
citizens, also have the right to insist on fair and accurate coverage of our 
pubbc business. If this is not done then it \vill be impossible to provide the 
public \vith the information they need to make intelligent and tim.ely 
decisions. The media has seemed less and less interested in providing this 
quality information for decision making and more interested in providing 
entertainment and competing for the limited viewers and readers available. 
Negative reporting has become the norm as politicians and the media 
concentrate on character assassination (Rosenstiel, 1994, p. 59). Evidence of 
the public dissatisfaction \vith this approach is obvious in most public 
opinion polls, but a real indicator of their dissatisfaction can also be seen i n  
their declining interest in political conventions. In 1960 the viewing 
audience for political conventions comprised 82% of available vievvers, 'v hile 
only 36% were vie\A.ring them in 1992 (Rosenstiel, 1994, p. 208). 
Citizens are not without blame when it comes to assessing the reasons 
why government has been failing. It became popular in the 1970's and 1980's 
to talk about citizen apathy as if it ,,vas something that you could catch like a 
disease. As political scientists examined this thing they called apathy more 
closely they recognized some factors ·which may have contributed to this 
decline in interest in government. 
It has been assumed by many political observers over the years that 
democracy vvorks best when people are involved and that this self-governing 
aspect relies heavily on a sense of community. Unfortunately, after ·world 
\Var II America, and many other countries, experienced a suburbanization of 
society \A.11-Uch took people away from their urban neighbourhoods and placed 
them in sterile suburban communities with little inherent sense of 
community. Our population became more transient with frequent job 
changes and less roots being laid dovvn (Lasch, 1995, p. 8). Some observers 
have even called this suburban growth "white flight" because so many 
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caucasians seemed to be leaving their colored urban neighbours behind. They 
took their wealth with them causing not only racial di visions but also class 
distinctions that have consistently revealed themselves in the quality o f  
education and o ther services offered t o  citizens o f  various communi ties. The 
inner-cities lost their employment not only due to businesses moving to the 
suburbs but also due to the general decline in blue collar manufacturing j obs 
(Peirce, 1 993, p. 1 9) .  Is it any \vonder that citizens have become less excited 
about their governments? The inner-city people have felt abandoned by all 
levels of government and the suburbanites \Vere too busy consuming and 
driving their children to school activities to really pay attention to \vho \Vas 
running their cities or their school boards. Of course, this was not universally 
true. Some communities did manage to build a sense of community and 
citizen invol vement but they \Vere the exception rather than the rule. 
Perhaps the most unfortunate thing which occurred during this 
' 
breakdown in our public sector \Vas the nearly complete failure of mos t  
politicians, bureaucrats1 citizens and media types to see \Vhat was happening. 
Some academics savv it but very fe,v people were listening to them and ·vve are 
paying the price for that ignorance today. Politicians and bureaucrats have 
returned to the time honoured position that most of the public cannot grasp 
the complex issues of today which translated means \Ve don ' t  wish to share 
our power. The media has become equally impressed \Vith their ability to 
speak on behalf of the people even though no consultation process exists. 
And the public has lost their ability to be engaged and feels to a large extent 
that their involvement is not only unwelcome but wouldn't make that m uch 
difference in any event (Lasch, 1 995, p. 1 1 ) .  
The result of this total misunderstanding o f  the senousness of the 
problem facing the public sector is a grO\vth in adversarial politics and 
reactionary decision making. New political parties are being formed. In the 
United States Ross Perot's Reform Party got almost 20% of the vote in the 
1 992 Presidential election. In Canada, a reform party and a separatist party 
\Von major victories in the last federal elections with the separatist party 
actually becoming the offici al opposition in parliament. Incumbents are 
being turfed o ut in record numbers at every level of government. Tax revolts 
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are al ive and wel l i n  most regions m North A merica. Pri va t iza tion of 
serv ices has become a n  extremely popular service d el iv ery a l terna t i ve and 
the publ ic debt i s  bei ng assa i led as  public enemy number o n e .  The battle l i nes 
have been dra wn , i t 's j ust v ery d ifficu l t  lo decide \Vho is  o n  which si d e  o f  any 
debate or issue .  The o nly thing that most people can seem to agree on is tha t 
most governments have not  been a roaring success for the m os t part and 
something m ust  be  d one about i t; b u t  what?  
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I V .  Case Studies of Hope 
Fortunately, not a ll governments have been total failures. Some have 
managed to distinguish th emsel ves as models of excel l ence and are n o w  
being increasingly used as a benchmark for hmv all governments should 
operate. Revievving some of the case studies of successful governments can 
re-enforce what is possible and set the stage for consideration of hmv other 
governments might increasingly adopt these reforms . 
TI1e success of governments must start 1vith citizens being more 
interested and involved, A perfect example of decisive citizen action and 
involvement occurred in San Antonio, Texas in February of 1 975. COPS, the 
Community Organized for Public Service, has used a variety of tactics to get 
the attention of the bureaucracy and city politicians, but none more dramatic 
than their "try on" and "line up" campaign that year. The members of COPS 
had prepared an alternative budget which they felt met their needs better 
than the City's budget did . They were initially unsuccessful in getting a 
meeting with the Mayor but then decided they vvould march en mass to a 
local department store and a local bank to try on clothes but not buy any and 
to cash in rolled up pennies then return to get pennies. Their tactics got 
business leaders' attention who then got the rvfayor's attention and 
eventually led to $100 million dollars being allocated to programs in the 
alternative budget (Crimmins, 1995, p. 151) .  Similar citizen initiatives h ave 
been recorded from around the 1vorld. Citizens in Chattanooga, Tennessee 
formed their own planning group and dealt with such difficult issues as 
business closings, failing schools and racial tensions (DuBois and Lappe, 1 994 
p. 173). Citizen groups in Kentucky started doing their own water tests and 
eventually got the State to recognize them as valid because State inspectors 
weren't getting the job done (p. 183) .  In Colorado Springs, Colorado a 
computer b uff used the computer network in the City to stop and change an 
objectionable City by-law (Barber ans vVatson, 1988, p. 270).  In Japan a citizens 
group used world1.vide computer information to stop the destruction of a 
local forest (p. 271) .  vVhat we can see from these and similar citizen 
initiatives is that citizens are no longer 1.vaiting to be invited to participate i n  
the decision making process, they are inviting themselves in and they do 
not 1vant to 1vait until they are threatened by some serious problems. Direct 
democracy in the form of referendun1s and the right of recall of poor 
performing politicians are just a few of the tools more citizens are dema nding 
as a way to take back control of their governments (Boyer, 1993, p. 70). 
The previously mentioned case studies of citizen involvemen t as well 
as the push in, some jurisdictions, for more direct democracy should not be 
misinterpreted as a groundsvvell of public involvement. It is an encouraging 
sign but belies the fact tha t most citizens are s till very distant and disengaged 
from their governments. To find out ,,vhy this was the case The Kettering 
Foundation conducted a major survey in 1991 and found that citizens do care 
about politics and want to be informed as well as involved. The problem, 
according to this survey, is that civic duty has become dormant because 
people feel they have been cut off from their governments by a system that 
d oesn't  care about them and listens to special interest groups. The media is 
failing in its responsibility and people are looking for vvays to become more 
engaged (The Harwood Group, 1991 ) .  The results of this survey are 
interesting but one wonders hovv valid they are and \vhether people \vould 
really tell the truth about their personal willingness to become more engaged 
because ample opportunity does seem to exist. 
Perhaps direct access to most governments is limited due to a number 
of factors but citizens have been using alternative methods of improving 
their communities for nearly a thousand years. In Northern Italy between 
1 100 and 1300 A.D. there began to emerge a number of guilds and fraternal 
groups who offered mutual assistance to one another. Some of the early ones 
were referred to as T mver Societies because they built towers to see if raiders 
were coming and then they would warn each other (Putnam, 1993, p. 123) .  
Some of these groups led to the formation of town councils vvhile others 
made up \vhat at \rVe call today the " third sector" or non-profit organizations. 
Through the ages these community help groups have increased in size 
and number offering a \Vide range of opportunities for invol vement and 
interaction 1vith the community. �ifany work i n  co-operation with 
governmental bodies and have a significant impact on public policy and 
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program d el ivery. If people really 1vant to be i nvol ved there i s  no excuse so 
the results of the Kettering Foundat ion survey are i n teresting but o ne 
vvond ers about their  credibili ty.  
People actually seem to be turni ng off to the available opportunities for 
engagement 1vith their com munities and their  governments. There i s  a 
d ecl ine in  poli tical party membership, labour un ions, chu rch membershi p, 
voter turnout and other third sector opportunities (Horwitt, 1990, p. 414). \V e 
seem. to have m isplaced our civic values and the traditions through 1vhich 
these values were expressed. The breakdmvn in our education system and 
the dramatic increase in crime are j us t  two of the prime i ndicators tha t  we 
i ndeed have lost our ability to be a c i v i l  society (Eberly, 1995, p. 121) .  J o h n  
Dewey spoke o f  the i mportance o f  ethics i n  a democratic state and o f  the need 
for participati on for democracy to work. And David Mathe,vs has suggested 
that the third sector is the real public sector because this is where the real 
community work gets d one. This according to ?viathews is where the real 
political debate takes place, where public leadershi p  is nurtured and where 
the public will is  expressed (O'Connell, 1995, p. 127). The dicotomy i s  
i ncredible a s  the third sector i s  there, ready to help people become engaged 
and to grow their citizenshi p, 1vhile peod ple seem to wai t  for some special 
hand d el ivered i nv i tation to j o i n  up. 
Some citizens are finding the way to becoming m ore involved and part 
of the answer has been the development of nevv skills. Collaborative decision 
making is succeed ing where government programs and blue ribbon panels 
have failed miserably (Chrislip, 1995, p .  23). In Charlotte-.Merklenburg, North 
Carolina a diverse group of community stakeholders devel oped a plan for the 
future with strong consensus ("McCoy, 1 991, p. 121) .  Phoenix, Arizona's 
incredible growth pressures didn't  stop neighbourhoods from d evel oping a 
comprehensive plan for reasonable future growth (Hall and \Veschler, 1 991, 
p. 135). And the success stories continue to pour in with the hope that 
someday a truly significant percentage of the population will see the light and 
start to pay m ore attention to their duties and responsibili ties as citizens. 
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Citizens constantly complain about the inaccessibility of the 
bureaucracy as one of the foremost reasons for their Jack of interest in  
goverr1 1nent. Public management has certainly come under ex tensive fire in  
recent years and there are some obvious reasons for this. ·w h e n  
governments are failing they deliver poor quality services, they implemen t  
inappropriate policies, there is weak financial management and they tend to 
become increasingly arbitrary in their application of rules and la1-vs. This 
causes a corresponding reaction by the citizens to not comply to the rules, not 
be motivated to grmv the economy and generally reduce their level of caring 
about the environment and their communities (United Nations 
Development Program, 1995, p. 21) .  \Ve can see hovv Im'-' performing 
governments and disinterested citizens seem to feed on one another in a 
catch 22 manner. l£ no one wants to make the first move the obvious result is 
continued and increased deterioration of the relationship behveen 
government and the people and hence the deterioration of democracy. 
Fortunately some governments have sensed this gap due to their 
mismanagement and have taken correctional action. Baltimore, Maryland 
instituted effective revitalization of its neighbourhoods and its downtown 
with strong leadership from all sectors including the grassroots. They used 
collaborative teclmiques to get governments, businesses and neighbourhoods 
to "-'Ork together (Henderson, 1993, p. 329).  St Paul, l'vlinnesota .lvlayor George 
Latimer challenged the city government to change its role to become a catalyst 
and facilitator rather than trying to do it all alone. By leveraging the 
communities resources major problems were successfulJy overcome in record 
time (Osborne and Gaebler, 1 993, p. 27). The Florida Department of 
Transportation used Total Quality "Nfanagement teams to save millions of 
dollars and improve service as 1-vell. Co-operation with other agencies were 
also key to their success (Carr and Littman, 1990, p. 259).  Atlanta, Georgia 
used a community based approach to solve many problems related to urban 
poverty. The Carter Center, started by former President Jimmy Carter, played 
a key role in these initiatives started and bringing people together (Giles, 
1993, p. 354). Customer sensitivity has found its way into the public sector 
with the increased use of surveys, focus groups, interviews, electronic mail, 
quality guarantees, suggestion boxes and more (Osborne and Gaebler, 1993, p. 
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1 79) . The success stories of bureaucratic turn around are grovvi ng every day 
vvi th lead ershi p com ing from places like the State of Oregon , the  Ci ty of Dallas 
and the Ci ties of Phoenix and Scottsdale, Arizona (Carr and L i t t m an, 1 990, p. 
260) .  Schools are becoming more democratic, public housing is becoming a 
good place to l i ve, employees are being g iven an opportunity to speak u p  and 
add valu e  to the 'i'vorkplace (Dubois and Lappe, 1994, p.  201 ) . And w hile the 
success stories are i ncreasing so is  the resistance to change as many public 
sector managers feel increasingly threatened by this \vave of i n vol v e m e n t .  
Sorn.e 'ivill see the success stories a s  a reason to be hopefu l and try them, 
feeling less risk, \vhile o thers will  only see the risks and poten tial  downside of 
l e tting too many people have access to the i nforma tion which g i ves them the 
power they love so m u ch .  
A few of the previous examples o f  bureaucracies cha nging \Vere related 
to service improvement initi a tives while most were more related to 
community renewal. Service improvement deserves a little m ore a ttention 
because of the influ encing factors and trends 'ivhich are a part of this change 
in our public sector. One of these influencing factors is the i ncreasing 
willingness and ability to use timely, h i gh quality i nform a tion to help find 
and implemen t service impro vemen ts .  The need for better informa tion to 
make public sector decisions ·was identi fied hundreds of years ago. In London 
around 1667 Sir William Petty felt he could substantiate a cost benefit ratio of 
84 to 1 i f  certain improvements were made in public health con d itions 
(Thompson, 1980, p .  2). This a t temp t  to analyze the impact of proposed 
programs and projects has been repeated on various occasions over the past 
three hundred years, usually for projects related to large capi tal expenditures 
such as road construction or 'ivater projects. In d emocratic societies this ability 
to properly evaluate alterna tive proposals can allow governments to 
systemati cally compare vari ous options and select the one which serves the 
public best (Schmid, 1989, p .  285). The words "can allov/' are very important 
in  the above sta tement because i t  is also possible to m a n i pulate this 
i nformation to serve the special interests vvh ich formed over the years to get 
wha t they \Van ted from government .  
The continued urbanization of  the United States and other coun tries 
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led to larger more complex governments \Vhich tended to support the need 
for more centralized planning and decision making. This tendency occurred 
at all levels of government as politicians and bureaucrats ra tionalized central 
planning on the basis of its efficiency and abili ty to make decisions w h i c h  
were better for everyone concerned (Little and J'v!irrless, 1990, p .  84) . 
Unfortunately, the exact opposite happened as central planning around the  
world proved to  be  both i nefficient and ineffective in  many cases. After this 
deficiency became increasingly apparent in the 1 980's there \Vas a m ove to 
change the \vay information vvas gathered and utilized. Central agencies were 
still felt to be the best gatherers of i nformation in many cases but the anal)·sis 
and use of this information often occurred more effectively at a decentral ized 
or lmver level, closer to the people being impacted. In thjs way the  
inaccuracies or disagreements concerning the da ta could be  debated by the 
actual s takeholders. Costs and benefits could be compared and traded off by 
those who would not only pay the bills but also be required to live with the 
consequences of any decision (Campen, 1986, p.  33) .  Even central agencies 
began to improve their consultation processes to get input from local 
s takeholders, or at least they wanted to appear to be seeking this consultab on. 
In reality many \vere simply going through the motions to get people on side 
so to speak. "Ve will see in later analysis that the people have not been fooled 
by these efforts. 
T\·VO groups not mentioned thus far regarding efforts to reform are the 
politicians and the media. A few case s tudies of such reform efforts \·vill shmv 
that changes in these two groups may be the biggest challenge of  all . 
Politicians seem to approach reform from a very structural and a 
financial basis. They put fonvard suggestions to change the rules related to 
campaign finance or the elimination of negative advertising (Levin, 1995, p. 
294) . These are not bad topics to address but they do not seem to get to the 
heart of the problem \·vhich is how to encourage better candidates to run for 
office and hovv to effectively hold them accountable once they have been 
elected (Bens, 1 985 p. 6) .  Some media representatives have been much more 
creative and focused not only on improving the quality and performance of  
politicians but  also on improving the media's role in  public affairs. 
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At the national level one of the first efforts by the media to reform was 
a joint effort by the three major netvvorks to try harder to ensure truthfu lness 
in the ad vertising bought during political campaigns Verification of 
i nforma tion was nwre actively pursued during the 1 992 Presid ential 
campaign and this was a significant improvement (Rosenstiel, 1994 p. 280) . 
Several television stations in the United States and Canada have picked up 
on the idea of holding tmvn hall meetings on local, regional and national 
issues (DuBois and Lappe, 1 994, p.  121) .  Several newspapers have decided to 
do more indepth coverage of key issues both during campaigns as \vell as on a 
regular basis in order to provide their readership \vith more high quality 
information. To their surprise this not only pleased their readers it also 
helped their bottom line with increased sales (Crimmins, 1995, p. 99). Some 
radio and television stations have even allmved local business people to use 
their facilities as a means of conducting public debates and polling of the 
audience to provide politicians \vith immediate feedback on key issues or 
their performance related to those issues (DuBois and Lappe, 1994, p.  121) .  
U nfortunately, the media is  being increasingly mvned and controlled by fe>ver 
and fewer people \vhich makes access more difficult for those wi thout 
contacts or money. Again American creativity has played a role as some low 
income communities have started their own radio stations (p. 110) or used 
computer netvvorks to mobilize people to take action on critical public issues 
(p. 129). 
The media is also in need of improvement but it might be too much to 
ask them to take the ini tiative on this issue. Some have begun significant 
reforms to help the public understand issues and increase their participation 
but can improvements be made in the area of media accountability? The 
PEvV Charitable Trust thinks so and has established the PEvV Centre for Civic 
Journalism which gives grants to various newspapers, radio stations and 
television stations to help them strengthen their rela tionship \vith readers, 
listeners and viewers. As several media outlets improve their performance a 
ne\v standard is being established, \vhich other media outlets will be 
increasingly expected to attain (Fouhy, 1994, p. 262). Accountability is a lso 
being addressed by Fairness and Accuracy in Reporting (FAIR), a small Ne\<\' 
York based organization \vhose purpose is to eliminate bias and censorship i n  
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the media. They have already successfully tackled a few major networks and 
have created a sense of a\vareness m the med ia that someone is indeed 
watching and will challenge them if their performance is not acceptable 
(DuBois and Lappe, 1 994, p. 33) . 
These are all impressive initiatives but they do not yet constitute a 
ground S\vell of reform. There is still much work to be d one in getting a 
majority of the media, politicians, bureaucrats and citizens to really pay 
attention to the reforms needed to put our public sector back on track. 
Perhaps by looking at all of the possibilities together along with some reform 
models \vhich have been put fonvard it will be possible to produce a ne'.v 
comprehensive model for reform \vhich could accelerate the improvement 
in the quality of our public sector, and thus the restoration of confidence in it. 
Collectively the changes and reforms previously presented constitute a 
major paradigm shift for the public sector from a closed culture to a much 
more open and participative one. To better understand the d ynamics of this 
shift as well as the implications for all concerned, it would be helpful to 
identify various criteria or factors which 'vould need to change over time . 
These factors will be presented in three evolutionary stages which categorize 
the state of the public sector from a severally closed and lovv quality position 
through a mid-point evolutionary stage and finally to an open, high quality 
mature state. iv e will title these three stages the closed system, the uncertain 
system and the open system. The following types of characteristics or tactics 
are usually evident in each of these stages. 
Stage One: C1 osed System 
1. One strong political party with no or weak opposition 
2. lVeak leadership or overly d ominant leadership 
3. Secretive bureaucracy 
4. Special interests d rive the public agenda 
5. Media is controlled or easily m anipulated 
6. Citizens are unorganized 
7. Information quality is poor and is not shared 
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8. Employees are either unorganized or o verly co n tro11ed 
Stage Two: Uncerta i n  System 
1. J\!1ultiple political parties with adversarial styles 
2. Leadership struggle is constant 
3. Bureaucracy is sel f-centred 
4. Special interests form alliances against others 
5. Media  is not fully competent and has narrow perspective 
6. Citizen groups exist but are very ineffecti ve  
7. Information systems exist but not effectively utili zed 
8. Labour organizations suspicious and not part of the decision 
making process 
Stage Three: Open System 
1. Progressive and co-operative poli ticians 
2 .  Open and shared leadership 
3. Progress, quality oriented bureaucracy 
4. Groups put comm unity first, special interest second 
5. Media is competent, involved and trusted 
6. Citizen groups well organized, well researched and engaged 
7. Information is high quality, timely and shared 
8. Labour organizations co-operative and participating 
(Bens, 1994, p. 33-34) 
Many citizens might react to these three systems by asking where does 
Stage Three actually exist? vVhile the existence of such public sector 
organizations is still relatively rare they do exist at every level of government 
in the United States, Canada and elsewhere in  the \Vorld .  The more usual  
situation is  for a jurisdiction to be operating at different levels in each of  the 
eight categories. In other words they may be advanced in some categories but 
stiJl developing in one or more of the others. 
24 
The consequences of not moving tmvards Stage Three has been \vell 
documented in a number of recent books includ ing "The Quickening of 
America" by Paul DuBois and Francis Lappe, "Excellence in Covernment" by 
David Carr and Dan Littman and "Reinventi ng Covernment" by Davi d 
Osborne and Ted Caebler. Some of the consequences mentioned most 
frequently in these and other sources i nclude: 
1 .  Increasing taxes 
2.  Decreasing level of services 
3. Decreasing condition of physical infras truction 
4. Increasing crime 
5. Increasing environmental problems 
6. Increasing health problems 
7. Increasing social unrest 
8. Increasing economic vulnerabili ty 
9. Increasingly adversarial relationships 
10. Loss of trust and decreased quality of l ife 
In other vwrds, if we do not address the problems facing the public 
sector in America and elsewhere in the \vorld, we are d oomed to living in a 
\vorld in a constant state of crisis management and decline. \Ve 1vill reap the 
rewards of not having paid more a ttention to what the public sector \Vas 
doing and spend an inordinate amount of our time dealing ·with the 
problems created, instead of making progress as the civilized, advanced 
people we think we are. 
J'vfoving from Stage One to Stage Three •vill not be easy because people 
resist change both at an individual level as well as at a group o r  
organizational level. In 1977 the Rand Corporation undertook a study of 
innovation in state and local government. They found that bureaucracies are 
always innovating and changing but only when the changes result i n  
opportunities for bureaucratic growth or increased status and po1ver (Dmvns, 
1967, in" Tinkering with the System", Yin, Heald and Vogel, 1977, p. 1 23). 
During the past few decades, centrally d riven bureaucracies had a 
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significant argument to support their continued control of information and 
decision making due to the existence of mainframe computers. There was 
virtually no other way to organize and manipulate the massive 
produced until the introduction of the microcomputer. 
data being 
·with the 
introduction of this single technological innovation the pressure for 
decentralization, local autonomy and experimentation was tremendously 
increased. The central bureaucracy no longer held all of the povver 'vhich 
mainframe computers had bestowed on them (Bolman and Deal, 1991, p. 13). 
The previously mentioned three stages of public sector existence based 
on their relative state of ope1mess can actually be divided in four or even five 
different stages of evolution if necessary. It depends on how specific one 
wants the various characteristics of the culture to be. It may also be helpful to 
use a visual medium to capture the essence of this paradigm shift. 
Figure I 
Paradigm Shift of Public Sector Culture 
Closed Systems 
Open Systems 
Along the vertical axis the degree of openness can be plotted while the 
horizontal axis can be used to depict the time required to go from one stage to 
another. ( in this case four stages are used). Under each of the stages various 
characteristics or traits can be attributed \Vhich allmvs for the evaluation of 
\Vhere an organization or jurisdiction is and how well it is moving towards 
the desired final state (see the characteristics previously listed under the three 
stages presented). 
T h e  excuses people \vill give concernmg their inability to move 
towards the open system can include the following:  
1. \Ve are not certain \vhat the problem is. 
2.  \Ve are not certain what the current state is . 
3. \Ve are not certain what \Ve or others \Vant. 
4. \Ve do not have the time or resources necessary to change. 
5.  \Ve do not knov\· who is supposed to do wha t 
6. \Ve are not certain how to get \·Vhat we 1vant . 
7.  \Ve are not certain how to determine \vhen \Ve are succeeding. 
(Bolman and Deal, 1991, p. 27). 
These and similar excuses are often put fonvard to explain why any 
change initiative is not being supported by the various stakeholders. 
Each of these change barriers or excuses has been tackled by the various 
models developed recently to guide public sector reform. Five different 
lTlodels or criteria will be presented to provide a cross section of possibilities 
upon which to build an even more comprehensive reform model.  
The previously mentioned model presented by the Center for 
Excellence in Local Government established eight elements necessary for l ocal 
government excellence but recently the National C ivic League has produced a 
few additional criteria. These ten Civic Index C omponents are deemed to be 
very useful in assessing a communities ability to produce a high quality of life 
for its citizens. 
L Citizen Participation 
2. Community Leadership 
3. Government Performance 
4. Volunteerism and philanthropy 
5. Intergroup relations 
6. Civic education 
27 
7. Com m u ni ty i n formation s hari ng 
8. Capacity for co-operation and consensus bu i l d i n g  
9.  Co m m u ni ty v is i o n  and prid e 
1 0. ln ter-comnrnni ty co-operat ion 
'1Vhi le  the two nwdels vvere addressing somewhat d ifferent  gro ups of  
people i t  i s  in teresting to  note various s imi lar i t ies and d i fferences. B o t h  
m e n t i o n  c i t izen i n v o l vement, i nter-group relationships a n d  the need for a 
shared vision . The Civic Index added leadership,  ci vic ed u cation and co­
opera tion \vhi cb are vital  to the achievement of a more open, h ig h  quality 
commun i ty or publ i c  sector orga ni zat i o n .  
I n  1 988 The Urban Institute i n  \Vashington D.C d ocume nted a m o d e l  
for managing change i n  the p ublic sector ·which was developed i n  the State o f  
1vlinnesota .  The STEP approach (Strive Toward Excellence i n  Performance) 
features a s ix step process. 
1. Closer customer contact 
2. Increased empl oyee participation 
3. Increased empowerment for managers and employees 
4. Partn ershj ps to s hare knowledge and im prove the u ti l i z a t i o n  
of resources 
5. Prod uctivi ty improvement  techni ques 
6. Performance measurement to monitor s uccess and m a ke 
necessary a d j u s t m ents 
(Hale and W'il l iams, 1 988, p .  17).  
Some sim ilar componen ts continue to be presen t including ci tizen 
participation, employee invo l vement and emp hasis on e ntrepreneurial 
acti vi ty aimed a t  increased p roductiv i ty .  Partnerships are a bi t m or e  
suggestive than relationships and performance measurement i s  definitely 
more specific than m ere information sharing. This m o d el starts to m o v e  
towards action and qualita tive aspects as opposed to j ust  presenti ng ca tegories 
of possible im prove m e n t .  
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I n  1990 consultan ts at Coopers and Lybrand identi fied ten principles to 
Total Quality :rv1anagernent for Public Sector Organizat ions: 
1. Customer focus 
2.  No tolerance for errors 
3. Prevention of problems 
4. Fact-based decision maki n g  
5. Long-term planning 
6. Teannvork by al l  stakehold ers 
7. Cross functional co-operation 
8. Pursuit of conti nuous improvem e n t  
9. Decentraliza tion (empm,vermen t) 
1 0. Partnership with outside vend ors 
(Carr and Littman, 1 990, p. 4) 
\,Ve can see an even m ore aggressive pursuit of a ttention to detail and 
challenging the public sector to prod uce its own bottom line .  Citizens and 
employees still play key roles but now employees are urged to work i n  teams 
and outside partners are challenged to \vork more closely \vith these teams. 
Performance measu rement takes on even more importance m the 
prevention of problems, low tolerance for errors and pursuit of  continuous 
improvement. Fact based decision making really d rives this mod el . 
Perhaps the most popular or  at least the most \Vell knmvn of al l  
improvement or reform models is the one contained m "Re-inventing 
Government" by David Osborne and Ted Gaebler. 
According to Osborne and Gaebler governments can rei n ve n t  
themselves i f  they ascribe to these basic principles: 
1 .  Becoming more catalytic and helping others to deli ver 
services rather than doing i t  all themselves. 
2. Becoming a community-owned government so that the 
citizens feel empO\vered and a part of the delivery process. 
3. Infusing competi tion into government to force a revol u tion 
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in service costs. 
4.  Being driven by a mission or a vision instead of by the usual 
set of cumbersome rules . 
5. Being results oriented vvith concentration on outcomes instead 
of inputs. 
6. Being customer driven instead of thinking about the 
bureaucracy first .  
7. Becoming more enterprising in order to find \vays to make 
or save money rather than just spend it. 
8. Becoming more anticipatory in order to prevent problems 
rather than always curing them. 
9.  Decentralizing in order to get more employee participation 
and teamwork. 
1 0. Becoming more market oriented in order to leverage 
economic conditions to be an advantage to government . 
(Osborne and Gaebler, 1993) .  
:Many of the same principles are repeated by Osborne and Gaebler with 
a significantly stronger emphasis on the involvement with the private sector 
or private sector practices. 
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V. A Model for R e form 
Each of the models had a particular emphasis vvhich is understandable 
given the orientation of the authors. The challenge novv is to pull all of these 
models together and create one that can serve as a balanced, objective and 
comprehensive model for any public sector organization wanting to im prove 
their decision making process. 
This proposed model or guidelines for improving public sector 
decision making is most applicable for local governments but they can also be 
very useful for senior levels of government. There are three basic 
components.  
A. Prerequisites - Those things which a j urisdiction should be ·willing to to 
in order to prepare to fundamentally change the way public decisions are 
made. 
B .  Principles - Those beliefs which should be adopted and used to guide 
the changes ·which are necessary.  
C Practices - Those methods of making decisions ·which must be adopted 
if improvement is to become a reality. 
A. The Prerequisites 
1 .  Commitment to explore and change - There must be a sufficient level 
of a\vareness that something needs to be done in order to i mprove the quality 
and timeliness of public sector decisions. This is often done as a political 
event as one party or group attacks the practices of the incurnbant group. If  
change is going to happen there should be a bi-partisan commitment to 
explore ways and means of doing \Nhat is best for the citizens and the 
community not vvhat is best for the political parties. 
2. Assessment of willingness and ability to change - The mere desire to 
change is not sufficient if there is insufficient true willingness or readiness to 
stay the course. An excellent starting point for such an assessment would be 
the Civic Index developed by the Nati onal Civic League. The Index u ses a 
series of questions \Vhich can be put to a cross section of comm u11 i  ty 
representatives e i ther i n  a survey or a \Vorkshop format. The qu estions 
appear in Appendix  I and can be scored using a ny n umber of techniques i n  
order to produce an overall ra ting .  If the \Vorkshop approach i s  used i t  would 
also be possible to explore the reasons for any d ifferences and capture these 
explanations as part of the assessment process. It is advisable to uti lize a 
professional facilitator in order to ensure the workshop stays focused and 
does not deteriorate in to a non-constructive publ ic  debate. 
In addition to the Civic Index assessment there are some o ther 
assessment criteria vvhich should be factored in. These criteria were 
developed by the author for the Canadian Urban Institute 'vhich, in turn \Vas 
under contract to the Canad ian Government, to provide planning and 
organizational effectiveness assistance to emerging democracies in Eastern 
Europe, Latin America and the Far East. The considerations are as follmvs: 
Historical considerations ·what are the traditions and roots of this 
community or region? A re they relatively new or are they an establi shed 
society •vith many generations marking their progress and d evelopment? 
Cultural considerations - vVhere did the people come from and what are their 
customs? Is i t  a homogeneous group or is there much d iversity? Is the 
existing diversity compatible or are there inherent and historical d ifferences? 
Are their special religious considerations? 
Political considerations - Is there a d ominant party or group? Do people 
actively participate in the political process? Is there a sense of pride in the 
political traditions or has there been an erosion of the political landscape? 
Organizational culture - Are the existing government institutions and 
business institutions respected or is there a high degree of rancor due to 
hardships and d ifficulties? Are there good organizational values in place? 
Avvareness and expectations - Are a majority of the people in touch with the 
current state of affairs and do they have a rea l i stic set of expectations about  
what can be accomplished as  '\'ell as  vvhat i s  i n vol ved ? 
Receptiveness to assistance - Is this jurisdiction receptive to outside experts or 
government assistance? \V ill they be able to keep such assistance in balance 
\vith their own sense of responsibi l i ty?  
Work ethic - Does this com munity have a strong 'vork ethic 'vhich 'vould 
allow them to effectively follow through on any and all plans which are 
developed ? 
Education and skill levels - Is the population well educated and possessing 
the necessary skills to vvork together to solve their collective problems? Is 
there a tradition of intelligent public debate which can be used to build the 
skills necessary to be successful? Are there educa tional institutions whi ch are 
able and willing to assist in this learning process? 
Public attitude - Is there sufficient evidence of public i nterest in their  
community to be certain that serious challenges \vill be met �with equally 
serious imp rovemen t ?  
Quality of life expectations - Does a majority of the community actually want 
a better life for themselves or are they sufficiently depressed to be satisfied 
with their current l ifestyle? 
The combination of the Civic Index components and those developed 
for the Canadian Urban Institute should allow for a very compre hensive 
assessment of the current situation. If \vork needs to be done in certain areas 
it is better to know this at the very beginning of any initiative to improve the 
public sector d ecision making process. These factors wil l  determine the 
strength of the foundation upon vvh ich these improvements will be built and 
thus the relative possibility for success can be determined. 
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U a jurisdiction does not have a civic body to guide the assessment they 
can uti lize the services of local academics, a consultant or the services of a 
national group like the National Civic League. 
3) Public education - There \Vi l l  always be the need for some level of 
public education in order to create a sufficient level of a\vareness and concern 
to properly engage the public  in a change initia tive. Usually i nterest is 
associated \Vith some type of crisis which the community responds to. This is 
fine but it does not ahvays build the solid civic infrastructure necessary to 
sustain such involvement over a long period of time. True citizenship is 
based on a constant vigilance and involvement by a considerable number of 
dedicated individuals and groups. T\vo groups usually play a key role in this 
is public education, the schools and the media. Educational i nstitutions at al l  
levels should offer courses on civic education and the skills of citizenship. 
The media should include ongoing public education as an integral part of 
their ne\VS and public affairs function. This commitment to broad based 
citizen education is a key prerequisite to i m proving the decision making 
process because educated and informed citizens are absolutely necessary. 
4. Electing Better Politicians - vVe cannot hope to improve public sector 
decision making if \Ve continue to send inferior people to hold public office. 
The question is who and what decides if someone is inferior or not? In 1985 
the author of this paper pub lished a booklet  entitled "Cutting Through 
Charisma: A Layman's Guide to Electing Better Pol i ticians". The criteria for 
measuring incumbents and new candidates ivas set forward as well as some 
guidelines for applying the criteria .  
In  the case of incumbents the criteria \Vere as follmvs: 
a. People skil l s  - Is the poli tician available to the people and do they 
actively seek input and advice from a ivide cross-section of their constituents? 
b. Council skil ls  - In addition to good attendance does the politician 
actively participate and consistently make intelligent and meaningful 
contributions to the body to 'vhich he I she was elected? 
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c. Accountability - Has the politician fulfilled his / her duties in terms of 
maintaining service levels, improving conditions and keeping costs under 
control? 
d. Addressing the issues - Does the list of issues pursued by the politician 
seem to match his I her constituents and has he I she been able to convince 
his / her fellovv politicians to address these issues? 
e. Promises - Did the politician make the right type and number of 
promises given his/ her ability to deliver on them? Are these promises 
actually measurable and can his / her contribution to accomplishing them be 
determined? 
f. Vision - Does the politician have a clear vision for the community and 
does it match well ·with most other people in the comm unity? 
Nevv candidates cannot be evaluated on these same criteria but other 
criteria are possible including educational background, 
employment/ experience, political philosophy, general reason for r unning, 
position on the issues, proven political skills and personal attributes. 
Several communities have used these criteria to make significant 
changes in their elected bodies. If such criteria are presented by the media or 
some other objective body like the League of \Vornen Voters then there is a 
good chance that more qualified people will be in public office to work with 
citizens and others to improve the decision making process. 
5. Adoption of Principles - Any fundamental change in a community or 
an organization should be subject to a set of guiding principles. These will be 
covered in the next section of t his three part model. 
6. Commitment to proceed - Once the groundwork has been laid for a 
change in the decision making process there must be a definite commitment 
to proceed. This may include a motion from the governing body or be a 
resolution corning from a community workshop. Consensus that 
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i mprovemen t is needed and possible must be forthcoming. 
B .  Pri ncipl es 
Ed\vards De1n m i ng and many other quality g ur us have es tablished 
basic principles for the adoption of tota l qua l i ty ma nagement.  Several of 
these p rinciples are ad aptable in the case of i mp rovements to public sector 
d ecision makin g  because there is also a fundamental change in atti tud e  and 
behaviour required by the sta kehol d ers invol ved . 
1 .  Freedom of i nform ation - The basi c right of access to i nformati on by 
ci tizens is essential to the improvemen t of public sector d ecision ma king . 
1-Vhile lav;s have been passed to grant this right there are often flaws in  the 
legislation which provide loopholes for those who do no t honour the 
principle of this legislati on. There is very l i ttle room on this accow1t, for 
restriction in a truly open society. 
2. Citizen participation - Citizens should be invi ted to be i n volved at the 
very beginning of  the decision making p rocess and stay engaged throughou t  
the process. :Multiple opportunities for involvement shoul d  be provided and 
their should be an accountability p rocess to determine if citizens were 
satisfied \vith these opportunities. 
3. Employee i n v o l v e m e n t  - J\fany agencies \vill be involved in the 
decision making process and each should subscribe to the open and fu l l  
involvement o f  their employees. A s  the front line o f  government service, 
regulation and other activities it is the employees who understand hov,r 
things get done and the impact various decisions are likely to have. A 
commitment to their a ctive involvement must be included as well as s o m e  
feedback o n  their satisfaction with that i n vo l v e m e n t .  
4.  Continuous improvement Th e principle of con tinu ou s 
i mprovement is crucial because i t  es tablishes that nothing is perfect and 
therefore cannot be defended blindly by politicians and bureaucrats trying to 
fend off the opposition's quest for power. If there is always room for 
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improvement then there is less risk involved in attempting something new 
or differen t .  
5. Best practices - Accompanying the pursuit of conti nuous impro ve ment 
is the pursui t of best practices. In politics it  has been very unpopular to admit 
that some other jurisdiction may be doing something better than your own. 
This should be replaced with the assumption that someplace else has probably 
found a better way and it is our obligation to find it and transfer it successfully 
to our jurisdiction. 
6.  Teannvork - The role of individuals is fundamentally changed in this 
model as the community and the organizations' goals become the important 
consideration. People committed to working in teams must put aside 
individual agendas and subjugate themselves to the pursui t of team goals. 
This principle ensures that greed is minimized, especially if teams are 
comprised of a cross section of interested parties. 
7. Facilitated leadership - The leadership called for in this model is 
some,vhat different than the strong visionary leadership of the past. Leaders 
in this model play the role of facilitator, trying to build a vision based on the 
input of many individuals and groups. Experience and 'visdom certainly 
come into play but not in the dominating way they have in the past (Svara, 
1994). 
8. Collaboration - The preceeding seven principles all lead up to one final 
and overriding principle which is the commitment to colJaborative decision 
making. That means people vvorking together, trying to understand each 
others motivations and needs in order to develop solutions to problems tha t  
satisfy eve1yone. This •vin-win strategy i s  the cornerstone o f  this decision 
making model (Gates, 1991, p. 1 13). 
C. Practices 
The actual government decision making process is a specific set of  
practices \vhich taken together allow governments to deliver the programs 
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and services required by their constituents.  Peter Drucker \vould caution that 
government must first determine \vhat i t  should be doing before i t  sets i n  
motion the plans and procedures for doing i t  (Drucker, 1996) . Of course he i s  
correct, but  those decisions can be made as  a part of  the overall decision 
making process being proposed here. If a public sector organization has taken 
the steps outlined under the prerequisite section of this paper, and enshrined 
tl1e principles put fon•.rard as lvell, then they should be ready to put into place 
the open, continuous improvement decision making mod el which is about 
to be explained . Figure II graphically illustrates this model, sho\'l'ing the 
various steps of the model as \Vell as the cast of supporting elements. A n  
explanation of each step and each element 1vill establish the logic and the 
benefits of this approach to public sector decision making, especially at the 
local and regional levels of government. 
The steps 
1. Corporate values - The foundation of any decision making model or 
process must be the corporate or organizational values upon which d ecisions 
are made. The International City Management Association has developed a 
Code of E thics 1vhich many municipalities use for this purpose. The Code, 
vvith twelve separate values, establishes what the organization believes i n  
such as fairness and equity in the treatment of its employees and honesty and 
integrity on the part of all employees. These core values may seem 
unimportant but without them there can be many abuses which w ould  
prevent the organization from being able to  provide the necessary services i n  
an efficient and effective way for the benefit of the community . 
2. Strategic Plan - An organization can have an ethical framework by 
virtue of the values established but i t  also needs a contextual frame\vork for 
the entire community . Every community should have a strategic plan 1vhich 
establishes the vision for what kind of communi ty the citizens -want as \vell  
as a plan for hmv that vision will  be achieved. There are many excellent 
strategic planning models available to guide this exercise but one of the best 
vvas developed by the Ontario Government in Canada to guide the 
development of municipal strategic plans.  This six step process includes a 
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full range of community participation elements, the preparation of a 
preliminary plan, a situation au dit, an overa l l  game plan, an  act ion plan and 
a moni toring program. These strategic plans m ust belong to the com mun i ty 
but some organization must provide the co-ordination function and th i s  
logically is the role of  government. Individual actions may be  undertaken by 
various private, public  or non-profi t  groups bu t the local government shou ld  
pul l  a l l  of these efforts together and help to expedi te them. To accompl ish 
this, and deliver the regular  services required , a JocaJ government m ust h a v e  
a n  organization \Vhich i s  functioning a t  a very high level of performance. If 
this is not the case then the plans wil l  not be ful l y  realized, the services w i l l  
not be well delivered, and the citizens \Vi l l  suffer by paying too m uch for an  
inadequate level of service as well as an  inferior qual i ty of hfe compared to  
vvhat they could have.  
3. Corporate v is ion - The values are mo therhood sta tements ivhich focus 
on ethical behaviour and the comm unity strategic plan establishes a broad 
community framework but now the municipal organization must determine 
what role i t  ivishes to play. The corporate vision could be determined by 
checking against the ten criteria developed by Osborne and Gaebler i n  
"Reinventing Government" . Their vision of government is based o n  the 
basic premise that d irect government intervention should be minimalized, 
that business should be asked to do more of what government now does, and 
that what government does do should be very market driven and 
enterprising. Not all com munities will \Vant their governments to play the 
role that Osborne and Gaebler have suggested. Therefore, there should be 
considerable thought given to the appropriate role for government given the 
historical traditions and current circumstances which exist. This should no t 
be something decided exclusively by the people \Vithin government bu t 
rather be a collective effort of many key decision makers in the community.  
This presumes that the American model of representative government 
prevails which requires elected persons to lis ten to their constituents betiveen 
elections rather than the British model of represen tative government which 
ascribes to the principle of only influencing pol i ticians at election time. 
4. Corporate strategies - The corporate vision needs to be made m ore 
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specific with the adoption of corporate or organizational strategies. The 
specific vis ion for such topics as economic development, social in frastructure, 
environmental condi tions and cultural preserva tion must be established . A n  
inventory of assets and infrastructure must be made to decide 1vhat resources 
are available to pursue these corporate strategies. I f  the situation aud i t  of the 
corporation reveals that l imited financial resources are available this could 
have a dramatic impact on the type of strategies which are adopted . Likewise, 
if the physical infrastructure is deteriorated or the human resource base i s  
deficient i t  would make no sense to plan for strategies which depended o n  
higher goals in each of these or other areas. Corporate strategies take a 
realistic look at 1vha t is desirable as \vell as \Vhat is feasible. ff priorities are 
necessary, ·which they usually are, then this is the place 1vhere those priori ties 
m ust begin to come into play. 
5. Policies and procedures - \Vhile Osborne, Gaebler and many o thers 
have encouraged governments to become less pre-occupied with rules there 
is simply no way that any sizeable organization can avoid the need for some 
policies and procedures. They help to bring order to the decision making 
process by ensuring that certain functions vvill be done in a consistent and 
equitable manner with all  citizens getting fairly similar treatment. ·wh e t h e r  
i t  is the establishment o f  snow removal policies and procedures o r  those 
needed for various inspection services there is a need to ensure that relevant 
rules are complied with and proper procedures are followed. 
6. Performance standards - In many cases a particular activity or task has 
been done a sufficient number of times that a performance standard can be 
established. �farriage licenses can be issued vvi thin a certain tim eframe, 
streets cleared of snmv \vith a certain number of hours. These performance 
standards can even be industry wide standards such as hmv much asphalt one 
person can lay dovvn in an hour or how many garbage pickups one person can 
make in one hour. There may also be standards or requirements set by senior 
levels of government such as pollution limitations or eligibility criteria for 
certain benefits. Not all services have such standards but where they do exist 
such information can help government employees to gage what is possible. 
desirable or required in their own situation. 
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7. Goals and objectives - 'Vha t is possible in terms of service levels and 
quality can be best articula ted as specific goals and objectives. I n  this way al l  o f  
the previous steps are brought together to consider ,,vhat is possible against 
\Nha t is desirable. Available conditions, resources and skills must be taken 
into consideration in order to establish hmv long some thing vvil l take, how 
much it  will  cost and h ow well  it will be done. Objectives are best wri tten 
\Vhen they follow a basic acronym SJ'vfART which stands for specific, 
measurable, attainable, realistic and timely. I t  is a lso very im portant that a l l  
goals and objectives be assigned to specific individuals o r  \vork teams in order 
to have clear responsibil i ty and accountability. In fact, several govern m en ts 
are using performance contracts or agreemen ts to ensure that their desired 
goals and objectives are achieved . 
8. Roles and responsibilities - v\Thile managers and some work teams 
may be assigned specific goals and objectives many other employees will be 
responsible for certain parts of various services or programs. It is very 
important that these employees know \Vho is responsible for wha t so they can 
be properly prepared to fulfil their role. Job d escriptions are a good starting 
point but they do not always allow for a clear understanding of every 
situation which arises. It is even possible for job descriptions to become a 
negative factor if they are too rigidly applied and employees decide to do only 
what is specifically assigned to them. That is  \vhy the p rinciples and practices 
previously discussed u nder the heading of ope1mess and quality called for 
more empowerment of employees and working in teams. By keeping 
managers and employees focused on service to the customer and working 
together it  is possible to ensure that roles and responsibilities will no t be 
interpreted in a negative way. 
9. Budget and Cost /Benefit Analysis - The u l timate test for what 
government will do and how i t  ,,vill do i t, is the determination of wha t it w i l l  
cost a n d  \vhat benefits will be realized. The b udgeting process in m a n y  
governmental bodies i s  a very political process \vith the most money often 
being allocated to the departments with strong political backing or forceful l  
leaders. I n  recent years this has changed i n  some j urisdictions a s  politicians, 
b ureaucrats and citizens have realized that wise b udgeting is absolutely 
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necessary. Resources are scarce and the cost of correcting poor spending 
decisions is now well kno\Nn . Roads left u nmai n tained cost m ore to fix later. 
Social problems usually get bigger instead of smaller and env iro nme n ta l  
problems often grmv exponentially if left unat tended . Program based 
budgeting was introduced by Defense Secretary Rober McNamara in the 1 960's 
although similar systems \Vere around prior to that time. Benefi t/  cost 
analysis and other quantification and qualification efforts have been around 
for centuries (Thompson, 1980 ) .  \!\That has been missing in many cases is the 
meaningful input of citizens and the accurate measuremen t of service 
ou tcomes. Some important strides have been made in these areas and the 
benefi ts have been vvell documented. There is  no longer any excuse for 
governments to tolerate ineffective resource allocation.  
10. Performance 1v1easurement - A valuable  tool m the benefit-cost 
analysis exercise is the development of useful and meaningful performance 
measu res. They are the partner of goals and objectives because it is the 
measurement  process which allows governments to determine if the goals 
and objectives have been achieved. Performance measurement has been 
known to governments since the early 1930's but it is only in the last decade 
or two that measurements have been put to senous use. As a 
communication tool m the decision making process performance 
measurements are key because they allow bureaucrats and poli ticians to 
inform the public about the efficiency, effectiveness and quality of the service 
citizens are buying vvith their tax dollars. :Measures also a llow government to 
monitor economic, social and environmental progress so the outcomes of 
various programs and policies can also be evaluated. Governments can also 
use measures to track the health of their organization which can be crucial i n  
terms of employee morale and have an impact on overall productivity. 
Performance measures also provide an accountability tool for the citizens to  
determine i f  their public servants are l iving up to  the promises they make. 
Perhaps that is one of the reasons why performance measurement has n o t  
caught o n  as well as i t  should have. Giving citizens specific and timely 
information on government performance can be dangerous for public 
servants vvho know they are not doing 1vhat is expected of them (Bens, 1991, 
p.4 ) .  
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1 1.  Program eva lua tion - Performance measures are a communication tool 
and an accountability tool bu t one of the other important functions it serves 
is as a moni toring tool. As an early H'axning system performance 
measurement  allows government to find and correct problems while  they are 
still relatively minor. \Vhen a measure indicates that something is not as i t  
should be then i t  may be tim e to  undertake an  evaluation of  that particular  
program or service. This will allow the reason for the problem to be 
identified along \Vith alternative sol u ti ons for addressing the problem. 
Program evaluation is a step by s tep process of asking many questions about 
the problem identified to eventually determine the root cause. Usually there 
are many factors 1vh ich must be taken into considera tion which again re­
enforces the need for teannvork and co-operation by those in government, as 
well as those stakeholders outside of government who may play some role. 
There has been much program evaluation by government over the years but 
all too often these studies seem to be used to simply delay action in addressing 
a particular problem. Program eval uation used, or abused, in this way does 
not really assist the decision making process. Rather, it hinders that process. 
This is precisely 1vhy some of the previous topics such as values, election of 
better politicians and accountability are so important. If the best people are 
elected and hired as 1vell  as held accountable for what they are doing, then 
and only then, \vill a tool like program evaluation be put to i ts proper use 
(U.S. Department of Housing and Urban Development, 1978, p2). 
12.  Program and service improvements - At the conclusion of the program 
evaluation process there is usually a set of recommendations for 
improvement of the policies, programs or services of the governmental 
agency. If the topic is sufficiently important i t  may be brought to to the publ ic  
for consideration immediately or dealt \vith by the government in an 
expeditious manner. If it is less important it may be deferred to the t i m e  
when a new sh·ategy is developed for the j urisdiction o r  the new budget is 
submitted . At some point these improvements must be considered and 
usually there are multiple solutions to many different problems. This is \vhy 
many governments have experienced decision making gridlock; they simply 
become paralyzed that they will make the \vrong d ecision so they decide to 
make no decision. If, on the o ther hand, they have incorporated many of 
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the steps mentioned here such as performance measurement and adequate 
levels of employee and public involvement  then there is likely to be less 
apprehension about the decisions to be made. 
As part of these steps there are key elements which deserve special 
attention. They are not individual action steps per se but ra ther are activities 
which can occur in a number of the steps. In a \vay some of them are also 
principles vvhich re-enforce and 1vork 1vith the previously mentioned values 
and principles. 
13. Performance 1v1easures- The final step in this model is the detennination 
of \vhether the previously mentioned improvements have actually achieved 
the desired results. Performance measurement is used again at this point. 
\Vith the completion of this consideration of possible improvements a 
government entity is back to the step called corporate strategies 1vhere the 
cycle repeats itself again. 
Key Elements 
1. Empowerment - There have been a fe1v references to the term 
empowerment. Generally this is defined as the sharing of power or the 
democratization of the decision making process. This is usually referred to as 
the key to changing an organizations culture because it represents a 
fundamentally shift from an old hierarchical paradigm to a new horizontal 
paradigm. One of the most effective \vays to illustrate this very important 
element  in the decision making process is the use of an empowerment 
transition chart. Figure III shO\vs hO\v power is shifted in an organization 
from management  or senior decision makers to the front line workers and 
citizens (Katzenbach and Smith, 1993, p.16 ) . 
2. Training - If decision making is going to be more open and democratic 
then there will be a significant need for various types of specialized training. 
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need to be training on such topics as strategic planning, facili ta t ion ski l ls, 
teanT \vork, conflict management, process mappmg, prob lem sol v i n g, 
performance measure m ent, priority se tting, proj ect management, benefi t-cos t 
analysis, benchm arking and many related topics. The skil ls requ i red to serve 
customers better, work in co-opera tion, seek continuous impro vem e n t  and 
make decisions col laboratively are v ery special. Not only shou l d  an 
organiza tion h a ve an overall training program, every empl oyee shoul d ha v e  
a personal d e velopm ent plan which allovvs them to continually learn and 
achie ve to the best of their abili ty. This is one of the consis ten t themes of this 
decision making mod e l .  
3 .  Comm unica ti on - Ano ther o verriding principle of this open and 
democratic system of d ecision making is the sharing of i n forma tion.  
Politicians m u s t  knovv the \vants and needs of the citizens. Bureau cra ts m us t  
share i nformation in a timely fashio n  with each o ther, with poli tici ans and 
w i th citizens.  E veryone needs to consider who needs \vha t informa tion and 
why they need it? Unfortunately, as has already been pointed out,  
i nformation is often used to gain or retai n  power. It can also be used to 
influence decision making in both a positive and a negative way. The lack o f  
effective communica tion i s  often cited a s  one of the major problems plaguing 
organizations today (�ifiller, 1989, p.  137 ) . 
4. Co-operation - Co-opera tion goes hand i n  had \vith communica tion as 
the key e lement in the new culture being recommended for public sector 
organizations. .lvlany private and public sector organiza tions h a ve 
experienced serious organizational p roblems due to the inability and 
unvvillingness of various departments to \vork toge ther. Operating as 
separate and distinct entities they often \vork at cross purposes and cause 
serious problems for unsuspecting clients. B ureaucratic infighting and lack of 
co-operation ·wastes time and money which taxpayers can ill  afford. Co­
operation is also i m portant between j urisdictions and levels of g o vernment 
as  costs can often be reduced through the sharing of  facilities and resources as 
'vell as the a voidance of problems through joint planning. Partnerships 
behveen private, public and non- profit organizations are also becoming a v ery 
popular and effective \'\'ay to deliver better, less expensive services. By 
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recogmzmg the special skills of certain organiza tions and finding ways to 
share those skills and limi te d  resources i t  i s  possible to deliver a higher l e v e l  
o f  service to the public a t  a reduced cost. 
r :J .  Benchmarkino - Government has acted verv differentlv t h an 0 ) 
businesses in the past \Vhen i t  came to searching for new, i nno vative 1vays to 
d o  things. In business, id eas are virtually stolen on a daily basis in order to 
keep up with or ahead of the comp e ti tion. The Rand Corporation found tha t 
public sector inno vations took 11  years to be transferred once their value has 
been proven to be beneficial to a maj ori ty of potential users ( Yin e t  al.,  1977, 
p. 124).  
Politicians and bureaucrats have traditionally been fairly unwilling to 
admit that someplace else \vas doing somethi ng better than they vvere because 
that would be an admission tha t they 1vere doing something wrong. This i s  
not correct thinking a n d  many m unicipalities and senior government 
agencies have begun to change their a t ti tude about searching for better ideas. 
Some organizations such as the International City I County J\1fanagentent 
Association and the United Nations have set up pub lications and comp u te r  
nehvorks to share best practices from around the vvorl d .  Comparing o n e  
governmen t  agency to another and finding o u t  hmv some keep costs down 
and service levels  up is  healthy, and this benchmarking practice should be an 
integral part of every government's  opera tion. 
6. Customer s ensitivitv - vVe have mentioned the need for citizen 
involvement in the decision making process, but citizens are also consum e rs 
or customers. They in effect p urchase services from v arious governments 
and need to be treated like the valued customers they are. Businesses h a v e  
been paying much more attention t o  this i mportant topic and the p ublic has 
s tarted to change their level of expecta tion. They nmv expect excellent service 
and have transferred that feeling to include the public sector. Unfortunately, 
this has happened a t  the very time when governmen ts are dmvnsizing and 
increasingly unable to meet these increased expectations. This reinforces the 
need for governments to get feedback from their clients to find o u t  \vhat they 
do expect and hmv they m ight s e rve them better. If choices need to be m a d e  
48 
about \vhat ser vi ces to change i t  would be helpf u l  to knovv \\'hat the clients 
think should be done. This philosophy of customer sensitivity also applies t o  
the rela t ionship between and a mong go vern ment departments a n d  agenci es .  
They all need t o  consider each other as customers and treat each o ther 
accordingly. This goes far beyond citizen involv ement, co-operation and 
communica tion to become a real change in the attitude of government about 
\vhy they exist. They ex ist for the citizen and the customer and this should 
never be forgotten (Osborne and Gaebler, 1993, p. 1 66 ) . 
7. Accountabili ty - A t  every s tep of the decision making process some type 
of accountability needs to be built  in. People generally want to be held 
accountable because it  helps them to feel a sense of accom plishm ent and 
satisfaction that they are achieving something significant .  Traditional 
performance appraisal systems in government have been ver y  p oorly 
adm.inistered as well as being overly subjective (Kelly, 1972, p .  16 ) . A few 
go vernments have been changing their accountability systems to make them 
more objective, more equitable and more effective. By involving staff, 
training managers and spending more time of this important topic 
governments have realized a significant improvement m emp loyee 
performance (Carr and Littman, 1990, p .  198 ) . 
8. Recognition - A companion of accountability should be an adequate 
system of re,vards and r ecognit ion for all g o vernment employees. S o m e  
taxpayers and government critics may complain that salaries, and especially 
pensions, are already too generous, but for many employees under the senior 
level of managment, this is not necessarily the case and the employees \Vant 
more than jus t  financial rewards. They want recognition as professionals and 
people who often put fonvard extra effort \Vith very little thanks. S o m e  
gover nments hav e  responded to this need with creative programs t o  share 
cost savings or allow peers to reward each o ther . Such programs are known 
to build morale, reduce turnover and generally impr ove the perfor mance of 
employees at every level of an organizat ion ( Carr and Littman, 190, p. 199) .  
Recognition should be a daily exercise by all managers and fellmv employees 
as they support each o ther and recognize the special efforts of their colleagues. 
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This model has presented the necessary prerequisites, principles and 
practices to produce a public sector organization of excellence. Prior to the  
presenta tion of  this mode l  there was some discussion of  the consequences of  
not ha v ing governments \vhich serve us  well, so  i t  seems appropriate to 
consider \vhat the benefits would be of  having governme n ts which do follm.\· 
these aforementioned guidelines . 
Although many governments do subscribe to many of the guidelines 
mentioned there are only a few which have seemed to consistently lead the 
\vay i n  experimenting ;vith and adopting many of them. Some of the cities 
most often mentioned in the li terature include Phoenix and Scottsdale, 
Arizona; Dallas, Texas; Sunnyvale and Pal o  A lto, California; Mihvaukee, 
\Visconsin and Charlotte, North  Carolina. Progressive states include Oregon 
and \Visconsin. Federal government agencies with good track records i n  
some sections have included the U.S. Air Force and the Department of Parks 
and Forestry ( Carr and Littman, 1 990) . 
These and other progressive government agencies continue to realize 
the following benefits: 
1 .  Reduced costs compared to their l ess progressive counterparts 
2. Higher levels of customer satisfaction 
3. Lmver error ra tes 
4. Higher levels of service and higher quality serv ices 
5.  Higher levels of innovation and creativity 
6. Lower levels of pollution 
7. Fewer social problems and lower crime rates 
8. Better economic conditions. Lmver unemploy ment 
9. Higher levels of citizen participation and voter turnout 
10. Overall better quality of life 
(Osborne and Gaebler, 1993, p. 22 ) . 
It mig ht be argued by some critics that claims of such benefits are not 
valid because these jurisdictions have healthy economies and therefore 
would have derived these benefi ts m any event. That could be true accept 
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that there are many \vealthy communities \Vhich can not claim many of these 
benefits and there are v ery poor cities like Curitiba, Brazi l \vhich can c l a i m  
mos t o f  them and i s  improving every year (:Margolis, 1992, p. 42 ) .  T h e  
e v idence may not b e  total ly imperical but neither i s  i t  totally anecdotal. T h e  
results o f  m ore open and democratic governments are definitely increasing 
and if this proposed mod e l  \Vere adopted by more governments the benefits 
could be considerably accelerated . 
5 1  
VI Accelerating thro ugh the Barriers 
It may also be possible to plan for the accelerated use of this model and 
at least three separate strategies should be consid ered . 
The Positive Approach 
This approach to accelerating public sector reform and improvement i s  
positive but i t  i s  also passive by comparison to the other approaches ,,·hich 
will be considered . This approach encourages the public sector through 
normal channels such as  trade journals, professional associations, citizen 
groups and the media to adopt an improvement philosophy.  Citizen groups 
and the media >vould feature stories about successful agencies which had 
adopted reform and improvement s trategies in order to encourage others to 
do the same. These stories are readily available in many books, magazines 
and even videos such as the one produced by Tom Peters on excellence in the 
public sector. The public sector trade journals and professional associations 
would also feature such success stories or best practices but \vould also 
support these recommendations �with information on how to adopt these 
new practices. This capacity building or learning approach would depend o n  
the individual initiative of public sector politicians and managers �who come 
into contact with these materials. 
The sheer increased weight of evidence to support the improvement of 
public sector performance may be sufficient to maintain some momentum 
but this i s  not borne out in  past practice. That i s  why organizations like the 
United Nations Centre for Human Set tlements (Habitat) and the Economic 
Development Institute of the ·world Bank have jointed to produce 
publications such as the "Guide for JVfanaging Change for Urban ivlanagers 
and Trainers" . This guide provides managers 1vith a complete set of tools for 
managing the changes necessary to become a modern, progress government 
body . Topics include how to initiate a change process, how to assess 
organizational effectiveness, how to assess personal effectiveness, how to 
solve problems, how to change leadership styles and many other useful 
subjects. In fact, there is an entire series of publications for elected 
officials, 1,vith 1vork exercises and case studies. These materials 1Yere formall y  
introduced for the first time as the second United Nations Habitat conference 
in Istanbul, Turkey in J une of 1 996. Thousands of representati ves from the  
public sector were in attendance from around the world as were 
representatives from many non- go vernmen ta l organizations (NGO's) .  I t  i s  
difficult to guage the immediate impact these materials have had but the 
topics of capacity building and change seem to be increasingly present in local, 
regional and national conferences around the \vorld, (note: the author attends 
these conferences on a regular basis) .  
The United Nations has also initiated a compu ter based best practices 
program vvhich provides case study information to users of the Internet. T h i s  
new best practices program jo ins others which have been ongoing for many 
years by the International Association of City and County Managemen t and 
several other university and trade associations. 
Ne1v organizations are also being formed on a regular basis to promo te 
some aspect of this change and i mprovement process. A fe\v years ago Francis 
ivfoore Lappe began the Institute for the Art of Democracy, which promotes 
citizen involvement and initiative as a key element of the reform process. 
These new NGO's are j oining 1vith o thers to create more mome ntum 
through research, promotion and information sharing. 
The breakdovvn of confidence in the public sector due to their less than 
capable performance over the past several years has created a new threshold 
of interest in the public sector which is encouraging. The National Civic 
League, founded at the turn of the century by a group of reformers, including 
Teddy Roosevelt, has taken a particularly active role in this reform effort. 
They have produced a Civic Index which allows any community to self­
evaluate to determine i ts s trengths and weaknesses, as well as initia te a n  
improvement program. One o f  the ten elements o f  the Civic Index i s  
government performance and the League actually provides consulting 
assistance to communities wishing to use this Index. The League also 
provides a monthly j ournal which keeps academics, go vernment  
practitioners and reformers up to  date on the latest developments i n  
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government and community reform. Their nationa l conference acts as an  
annual clearing house and re-energizing exercise for those committed to  
making government as good a t  i t  can possibly be. 
The positive approach to accelerating public sector reform and 
improvement has many champions and very commendable ini tiatives .  
Perhaps the most encouraging feature of this approach is  that it does not 
depend totally on the public sector to promote i t. In fact, a majority of the 
impetus seems to be corning from the Third Sector, the non-profit NGO ' s  
\vhich were s o  relatively quiet i n  the 1 970's and 1 980's \vhen go vernments 
\Vere doing so many things \Vrong. \Vi th the help of this Third Sector it i s  
quite possible that this positive and some1vhat passive approach may actually 
work but there are those who believe that more aggressive strategies will be 
needed ( \Vallis, 1 966, p. 35 ) . 
The Pro-Active Approach 
Improving the public sector has never been an easy task. Through the 
ages the protection of the status quo has been the order of the day for many 
reasons. In the first instance it  is the nature of humans to fear change and 
attempt to retain those systems, structures and procedures with which they 
are comfortable. In the case of public sector there are other motivating factors 
for this protection of the status quo which include an arrogance around their 
knovvledge and ability versus those outside the government. Also, politicians 
and bureaucrats often enjoy the power they have attained and do not wish to 
relinquish i t  to those who would not knmv how to yield i t  appropriately. For 
these and other similar reasons government has avoided reform (Osbon1e 
and Gaebler, 1993, p. 323 ) . 
The pro-active approach to improving the public sector has been 
created out of frustration with this resistance to change. As debt levels and 
taxes increased without corresponding improvements in services or facili ties, 
and as many problems continue or get worse instead of better, many people 
outside of government began to contemplate ways that government could be 
coerced into action. The initial response to government resistance to change 
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often manifests i tself in rather general and non- threatening activi ties such as 
letters, phone calls, presentations at public hearings or quiet demonstrations 
at the site of a project not totally satisfying to the public opinion. As these 
techniques fail to get the desired resul ts, citizens began to find more 
aggressive and hopefully more effective \'\'ays to communicate their 
dissatisfaction. Petitions '"''ould be circulated and large stacks of names from 
disgruntled citizens would be delivered to city hal ls, sta te houses, or national 
assemblies. Once again citizens \vere often th\varted in their efforts to get the 
attention of their go vernments. 
In some cases, vehicles of direct democracy exis ted which ailowed 
citizens the access and opportunity to influence governments. Ci tizen 
i nitiated referendums have been possible in sta tes like California for many 
years and the debate over the value of these mechanism continues to rage. 
Recall legislation allows voters to unelect someone \vho has been particularly 
ineffective or corrupt, before their term of office has expired . \,Vhere these 
tools of direct democracy do exist citizens at least find they have some 
meaningful way to get the attention of their governments. Unfortunately,  
this power does not exist in most j urisdictions in North America e ven 
though citizens have been requesting and e ven demanding such tools for 
many years. Government resistance to direct democracy reforms has become 
more than many citizens can bear ( Naake, 1996, p. 41 ) . 
The reaction is, in many cases, citizen ini tatives \Vhich are not usually 
\vithin the realm of conventional practice. Some might even categorize these 
actions as civil disobedience, although some are much more positive than 
that term implies. Citizen groups have been known to demonstrate in front 
of projects in order to s top them. Examples 'Nould be airports taking away 
prime farmland or tree cutting taking away endangered plant and animal 
species. Over the years there have been many such demonstrations \vhich 
caused the term 'not  in my backyard" (nimby) to be born. But this resistance 
has gone well beyond the mere nimby resistance to unacceptable projects. 
Now citizens are getting together on computers to change proposed laws 
\vhich they think are unfair. They form committees to physically patrol their 
communities to keep out prostitutes or drug pushers. They form other 
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commi t tees or groups to clean their neighbourhoods physically or even do 
inspections of water quality which are not being properly done by t h e  
a u thori ties. In  other 1vords citizens are s tarting to do  those things \Vh ich they 
a lways expected their governments to do, but have determined tha t t hey 
v·:on' t  get done unless they do them ( Boru t, 1 996, p.  26 ) . 
Unfortunateiy, its usuaily a crisis or an emergency \vhich triggers t hi s  
ci tizen action and tha t  means government is s till i n  a crisis management 
n-1ode. A few communities l ike Chatanooga, Tennessee have combi ned t h e i r  
problems into a broader context and formed a citizens committee to tackle a 
wide range of issues w i th i n  an overall comm unity p1anning i n i ti a t i v e .  By 
moblizing their neighbourhoods, businesses and o ther special interest groups 
the citizens of Chatanooga have been able to successfully tackle such serious 
problems as urban blight, transporta tion, unemployment, cnrne and 
pol lution.  Various governnlent agencies eventually joined in, but it was a 
group of concerned citizens '"'ho took the ini tiative where governments were 
unable or urnvilling to do so ( DuBois and Lappe, 1994 ) . 
These citizen ini tiati ves may need to be accelerated if the public sector 
is going to be stimulated to change. There is a relu ctance to promote civi l  
disobedience or citizen initiati ve because there is  a fear that such 
encouragement might lead to violence or other problems. National citizen 
groups report on such ini tia t ives, but they haven' t yet decided to actively 
promote such activities in other jurisdictions. 
Perhaps a bet ter method would be to respond to the need for such 
initiatives by monitoring local situations. There are news moni toring 
agencies \vhich can access mos t  local newspapers and, '"-'' ith sophisticated 
computer filters, they can pull out  any stories fitting a specified set of criteria .  
In  this case, they could pull out all  s tories related to citizen d issatisfaction 
with some public sector agency. If a package of mat erial on organizing citizen 
action groups and mounting effective citizen ini tia tives was available, i t  
could be sent to any group which seemed poised t o  take advantage o f  such 
materials. In this \,vay 'jus t in time' inform a ti on would be available to help 
accelerate and improve citizen ini tiatives. Such kits could a lso be advertised 
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on the Internet or through conventional advertising. In fact, some material 
of this type is already available, although m ost d oes not promote the m ore 
aggressive in i tiatives \vhich have been menti oned here . 
Clearly citizens need more evidence concerrung the consequences of 
not reforming their public sector organizations nmv. An examination of the 
impact of various service improvement and cost reduction possibilites has 
led one researcher to conclude that many public sector organizations are 
1vasting bet\veen 20 and 30 percent of \Vhat they spend (Bens, 1991, p. 8 ) . This 
is confirmed by some evidence comparing private sector operation of p ublic 
services \vhich reveals a 15 to 30 percent decrease in cost when the private 
sector takes over. These figures are not usually scientifically validated but 
they are certainly important to consider, especially \vhen trying to get citizens 
to take a more active role in reforming their government (Osborne and 
Gaebler, 1 993, p. 45 ) . The continuous improvement model proposed in this 
paper could be more forcefully promoted if citizens 1vere aware of individual 
savings and service improvement opportunities. These missed opportunities 
are one of the biggest potential benefits of taking a more aggressive approach 
to government reform. The Rand Corporation has shO\vn that the transfer of 
innovation in the public sector is  very slm,v and this is  born out in individual 
studies of municipalities to determine hO\v many innovations have been 
transferred versus those which could have been (Bureau of lvfunicipal 
Research, 1979 ) . 
A national news story on these lost opportunities, the continuous 
improvement model and the need for citizen initiatives to force government 
attention to these matters is long overdue. One story in Time Magazine or o n  
60 minutes would turn the tide in terms of accelerating the reforms needed. 
A group of concerned citizens or agencies could easily produce a very 
convincing story and, if it \Vas not utilized by the main stream media, i t  could 
be made into a documentary and distributed through other channels. Now is 
the time to take full advantage of the evidence to support the reforms 
proposed in this paper. The weight of ev idence is impressive and the public 
seems ready to respond. 
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The Competitive Approach 
The pro-acti ve approach to encourage improvement in public sector 
decision making features several initiatives to stimulate positive reform . By 
getting the attention of our public servants, as \Vell as by taking direct action 
to influence public policy and public services, it is hoped that attitudes will 
begin the change in this group. But i t  is not enough to hope for such changes 
in our politicians and our bureaucrats. If 1ve really want to accelerate through 
the many barriers we must also hold them accountable. There must be 
standards of performance and methods of evaluating the improvement i n  
policy making and services. 
There have been several monitoring and measuremen t tools 
mentioned which can be used to create such an accountability system. In the 
spirit of American competition i t  should be possible to provide standardized 
guidlines for citizens to follow at the local, state and national level in t his 
evaluation of their public servants. 
One of the monitoring tools can be drawn from the booklet entitled 
"Cutting Through Charisma: A Layman's Guide to Electing Better 
Politicians". The guidelines used to make this initial assessment can be 
utilized repeatedly to determine if a politician improved during his or her 
term of office. This guide evaluates both behavioural and professional 
elements.  In order to measure actions, citizens could use the Civic Index to 
determine if the ten categories of community assessment have improved or  
not, as a result of  the outcomes achieved by  incumbent politicians. 
Numerical evaluations could be assigned in both cases in order to keep a 
more accurate record. Citizen groups could could tabulate the results from 
their members or newspapers could tally results submitted by their readers. 
These \vouldn' t necessarily be totally accurate or scientific results, but they 
would be extremely helpful in terms of getting politicians to pay attention to 
their performance, as well as provide citizens ,,vith some very useful 
assessment i nforma tion . 
These tools can be changed or upgraded to suit the condi tions 1 n  
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vanous jurisdictions because there is no real need to create a national 
average. The information may be very helpful for people \Vanting to move to 
a neH· community or for businesses wishing to establish a IWH' l ocation. 
Knowing the relative quality of politicians is almost as important knowing 
the relative quality of the education system. Somehow parents ahvays 
manage to find out where the best school system is if they really vvant to. 
They should be jus t  as interested in the quality of their m unicipal 
governments and the politicians. 
It  is equally important to knmv 'vhat the quality of the bureaucracy is .  
Some specific tools have been developed to assist in this type of evalua tion 
and one such tool developed by the HTiter of this paper is presented as 
Appendi.,>;; IL This tool has been successfully used by municipal governments 
in North America and Europe. \Vhile i t  measures overall local government 
performance, i t  has special implications for the bureaucracy \Vhich is 
responsible for most of the categories included in the evaluation. This tool 
can be used by municipal governments to evaluate themselves but it could 
also be used by citizen groups, chambers of commerce or o ther NGO's as \Vell .  
By using such an evaluation tool on a regular basis, i t  would be possible to 
track the improvement of the government and the bureaucracy. 
A further refinement of the evaluation tools just mentioned could be 
made with the addition of actual performance measures for the departments 
of any government, at any level. ?vfany agencies have developed such 
measures and citizens should insist that all governments adopt this practice. 
In this way citizens can monitor the average time it takes for a fire truck to 
arrive or hm·v long i t  takes to get a marriage license. They can find out hovv 
much it costs to teach a young person to S\vim or how long a fixed pothole 
stays fixed. If every government agency had a set of performance measures, 
then citizens could accurately monitor the improvement or lack of 
improvement in every government service on a regular basis. Such 
measurement systems exist in the State of Oregon, as well  as in cities l ike 
Phoenix, Arizona, Dayton, Ohio and Sunnyvale, California 
Citizens need to challenge their politicians and bureaucrats to develop 
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such measures and if they don ' t  then they should join ivith their NGO's and 
d evelop such performance measures on their own . This would also al low 
citizens to make more accurate e valuations of initiatives to privatize public 
services. ?vfany of the recent privatization efforts were not done with \ve l l  
prepared cost-benefit analysis information and we will likely find that many 
mistakes have been made that 1ve ivill pay for in the years to come (Rose, 
1 994, p.3 ) .  
The competitive approach is more about accountability, ·while the 
posi tive approach dealt more with education and the pro-active approached 
encouraged initiatives. They certainly can be done together and should be, i n  
order to get the optimum improvement in  public sector decision making. 
But they also represent a natural evolution of thinking and action. \Ve can 
even consider these approaches as gradual changes in the status quo and 
create a management of change model to track the impacts as we move from 
one approach to the next. Fifteen separate i ndicators hav e  been created to 
allow for this tracking of impacts and they are presented as figure IV. A brief 
description of each category vrnuld perhaps be in order. 
Management of Change I ndicators 
1 .  Elites - The public sector is controlled, for the most part, by a relatively  
small group of  elites from both inside and outside of  the government. They 
naturally want to hold onto the pmver they have attained, but will find i t  
increasingly difficult to d o  s o  a s  the various methods o f  improving public 
sector decision making are successfully applied. Elites can change the same 
way senior managers change when a new flatter organization is created along 
with a new participative culture. The elites will still be there, but their role 
will change just as the experts role 1vill change (Chrislip, 1994, p. 25 ). They 
1vill become facilitators instead of taking all of the responsibility and 
e ventually they will be comfortable in their neiv role as mentors and coaches 
(Gates, 1996, p.3 ) . 
2. Citizens - The role of citizens must change substantially if public sector 
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m inimalized but they must increase their awareness, take more control and 
even tually become the primary drivers in the decision making process. 
There is evidence to suggest this can happen i n  special s i tuations, but in order 
for it to happen on a wider scale some serious information sharing m ust 
occur. Just as health issues have moved from the health journals to the 
mainstream media so must the movement towards responsible go vernment 
move from the reformers to the general citizenry (Friedland, 1 996, p.  47 ) . 
3. I nterest �roups - The role of special interest groups will be a 
particularly difficult change to manage since they are already involved, but 
too often in a self-serving way. They must become more aware of the interest 
and needs of other interest groups and the broader communi ty .  By adopting a 
more collaborative style most interest groups can find considerable common 
ground with o ther groups and help to bring communities together instead of 
tearing them apart (Chrislip, 1993, p. 224 ) . 
4.  Politicians - The role of politicians 1vill  need to change so dramatically 
that many of the current cadre wil l  l ikely opt for early retirement. They wi l l  
resis t, but citizens have already begun to speak 1vith their support of  
alternative parties and their ousting of incumbents. This revolution \Ni l l  
likely continue unti l  pol i ticians are found who meet the publics increasingly 
high expectations and are willing to be held accountable. 
5. B ureaucrats - Like their fellow insiders, the politicians, bureaucrats 1vi l l  
resist changes i n  the decision making process, or at least many \vill .  Unlike 
their political friends, bureacrats can not be unelected so they will be more 
l ikely to resist to the end, although a growing number are adopting some 
progressive practices. In the end accountability mechanisms may be the only 
\Vay to get many bureaucrats to pay attention.  
6. Media - The media wil l  need to make some adjustments if the public 
sector decision making process is to be improved . Some media 
representatives have already begun to move a1vay from the overly negative 
concentration of their coverage on the public-sector. Confused by pressure to 
make profit as well as serve the public interest, i t  may take some guidelines 
from outside sources to direct reform of the media. They too m ust be held 
accountable by objective bi-partisian groups. Produ cing balanced coverage 
without  impinging on freedom of the press. Cons ti tu tional rights will be a 
delicate situation requiring vigilance and hard work (Friedland, 1 996, p. 47 ) . 
7. Organization refo rm - The actual reorganization or re-invent ing of 
governmental units vvill occur in quite different \vays d u ring this process of 
change . Current practices favour restructuring of the organization with l i t tle  
attention to the interworkings and behaviour of individuals and grou ps. 
This superficial reform methodology needs to give way to a more holistic and 
interactive process \Vhich creates new relationships and challenges the 
organization to change its culture to consider the customer and the quality of 
service provided. Collaboration will be the earmark of this part of the change 
process with a noticeable improvemen t  in the engagement of more people 
throughout the organization as \Vell as people from the outside (Potapchuk, 
1 991, p. 159 ) . 
8. I nformation - A vast difference in the quality and sharing of 
information should be noticable as the public sector decision makin g process 
undergoes improvement. Informa tion is often used for selfish purposes 
today and is protected by those \Vho feel threatened. Much of the i nformation 
used to make decisions is rather subjective, but with the development of 
performance measurement systems i nformation \!\rill become more objective.  
The requirement to share and better utilize this information will be built into 
strategic planning models and also be part of the accountability mechanisms 
with the public sector (Crimmins, 1 995, p. 92 ) . 
9. C ommun ication - 'Vith change in the quality of i nformation and the 
suggested sharing of this information, must come an improved desire and 
ability to actually communicate. Opening the channels of communication 
and pushing informa tion through them does not automatically g uarantee 
that effective communication occurs. Information must be timely ,  well 
presented, recieved and used in order for communication to be effective. 
This qualitative element of communication must be monitored by all 
participants involved in the decision making process and con tinuous 
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feedback provided to ensure the desired i mp rovements are occunng m the 
use of i nforma tion . 
1 0 . Leadership - The research on the transformation of leadership style 
during a cultural change or shift to a more participative organization points 
to clear distinctions, falling into four categories. The status quo sees many 
leaders telling people \vhat to do. The next stage involves the selling of ideas, 
1,vhile the final tvvo involve joining to do things in teams and delegating 
more responsibili t ies. Some leaders will be able to adapt to this more 
facilita tive style, 1vhile others vvill  have difficulty. Once again organiza tions 
will need to build in accountability mechanisms like employee evaluation of  
managers in order to  ensure this desired change of  leadership style actually 
occurs. 
1 L Val u es- One of the key building blocks to many of the desired changes 
in public sector decision making is the establishment of values by which 
people decide how they •vill behave. Values such as trust, h onesty, 
consideration and merit are just a few of the most common ones that should 
be embedded in every organization and community. These values are often 
implied or expressed in our religious backgrounds or even our laws, but they 
need to be specifically adopted and monitored if they are to be adhered to. As 
a corner stone of collaborative decisionmaking, the formalization of these 
value systems must be encouraged and e ven demanded. 
12. Systems- Government systems have become very complex over the 
years, 1vith the result that the word bureaucracy has become a very negative 
word implying difficult to reach or utilize. People expect that the 
transformation of the public sector to a more open and participative system 
will reduce the complex nature of our bureaucracies allowing them to become 
much more user friendly. This •vill require extensive evaluation and re­
engineering on the part of poli ticians, managers and employees. The 
methods to accomplish such improvements are readily available with o nly  
the appropriate incentives and accountability mechanisms to  be  properly 
developed and disseminated. Professional associations '''ill play a role in this 
but so should the media, citizen groups and other others who can bring the 
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necessary pressure for reform. 
13. Services and infrastructure - A very visual and important indicator of 
changes in public sector decision making will be the improvement in services 
and the communities physical infrastructure. The current state indicates tha t 
many communi ties are experiencing a d eterioration of both services and 
infrastructure in spite of increasing levels of taxation. Improved p roductivity 
and creativity can reverse this trend as techniques are available and need only 
to be properly publicized vvi th sufficient encouragement and pressure to aii o w  
a larger number of public service agencies to move forward m ore quickly 
vvith these improvements ('Vallis, 1 993, p. 128 ) . 
14. Taxation - Some politicians are beginning to prormse tax stabilization 
or even tax reduction, but very few can deli ver on these p romies . Lower 
taxes in one category often means other types of taxes will increase usually at 
a different level of government. These false adjustments in the level of 
taxation should eventually be replaced with more realistic and accurate 
corrections. The change in taxation to a reduced or at least a stable and value 
added situation will be one of the later results of  the transformation of the 
public sector decision making process. 
15. Quality of Life - Perhaps the last indicator of success for this change i n  
public sector decision making '"'ill be noticable changes in the quality of life 
experienced by the citizenry. The economic, environmental, social and 
cultural condi tions should s tart to change for the better as the decision 
making process improves. 
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Appendix I 
Civic Index Questions 
1 .  Citizen Participati on 
1 .  Do citizenss volunteer to serve on local boards? 
2. HmN visible and active are local civic groups? 
3.  Do citizens knmv how l ocal government 'Yorks? 
4. Is participat ion proactive or reactive? 
5.  Are citizens actively involved in major projects? 
2. Community Leadership 
1. Is there active leadership from ali three sectors? 
2 .  Is  goven1ment •viiling to share leadership turf? 
3. Are there training programs to nurture new leaders? 
4. Is leadership results oriented ? 
5. Is leadership risk- taking? 
6. Do leaders take the l ong-term view ?  
7 .  D o  leaders from the three sectors work we11 together? 
3.  Government Performance 
1 .  Is government free o f  corruption? 
2. Does government address qualitative concerns about 
services? 
3. Is government p rofessional and entrepreneurial? 
4. Is govenm1ent responsive and accountable? 
5. Are services provided equitably. 
6. Does government consider and utilize alternative 
methods of service delivery? 
7.  Is government a positive force in addressing community 
needs? 
4. Volunteerism and Phil anthropy 
1 .  ls there a n  active community foundation? 
2. Do local corporations have active giving programs? 
3. Does the community have long term philanthropic goals? 
4. Do local programs encourage and honour volunteers and 
philanthropis ts? 
5. Do government and business work closely with the non­
profit sector? 
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5.  I n tergro up Rel ations 
J .  Is the community dealing with ethnic and ra cial 
d i versi ty? 
2. Does the community promo te communication among 
diverse popula tions ? 
3.  Do all g roups have the skills to become involved in the 
com muni ty ? 
4 .  D o  groups coopera te i n  resolving broad disputes? 
5. Do small, specific conflicts escalate into larger issues? 
6.  Is the com munity d ominated by narrmv special interes t 
groups? 
6 .  Civic Education 
1 .  Do schools promote o r  require community involvement? 
2. Do schools, churches, and y outh agencies offer civic 
educa tion? 
3. Do civic educa tion efforts involve the entire community? 
4. Do youth have ample opportunity to engage i n  
communi ty service? 
5. Are schools teaching citizenship and civic responsibili ty ?  
7. Comm unity I nformation Sharing 
1 .  Do citizens have information they need to make good 
decis io ns ?  
2 .  ·what role does g overnment play i n  making information 
a vailable? 
3. Do schools and libraries play a role in informing the 
public? 
4 .  Are there civic o rg anizations designed for this purpose? 
5. Do the media cover community issues fairly? 
6. Do the media play an a ctive and supportive role in the 
community ? 
8. Capacity for Cooperation a n d  Consensus Buil d i ng 
1 .  Are there neutral forums and processes where al l  
opinions a re heard? 
2.  Are there informal dispute resolution processes? 
3. Do community leaders have regular opportunities to 
share ideas? 
4. Are all major interests represented in collaborative 
processes? 
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5. Do all three sectors 1vork together to set common goals? 
6.  Do leaders reach collective decisions and irn.ple1T1ent 
them ?  
9.  Community Vision and Pri de Checkl i st 
1 .  Is there a shared sense o f  a desired future for the 
community ? 
2. Has the community completed a broad s trategic plan? 
3. Does the community have a posi tive self-image? 
4. Does the community preserve and enhance what is 
special and unique? 
5. Does the community proactively monitor critical issues? 
6. Does the community deal ·with problems before they 
become crises? 
1 0. Inter-Community Cooperation Checklist 
1 .  How do local governments relate to each o ther? 
2. How do region-wide policy challenges get resolved? 
3. ls economic development addressed on a region-wide 
basis? 
4. Do leaders in the region have a common forum to 
discuss issues? 
5. Are any services provided on a regional basis? 
6. Are any planning activities carried out on a regional 
basis? 
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Appendix J I  
Orga n ization A ssessm ent S u rvey 
There are a n umber of factors which combine to determ i n e  hO \\' ""-'ell a 
city i s  opera ting . Making an honest assessment of the current  si tuation i s  t h e  
first s tep toward developing a s trategy to ensu re the ci ty 's decis ion makers are 
making every effort to perform at the highest possible l e v e l .  
Re view each factor by ans vvering the ques tions pro v ided and t hen 
indica te the o v e r a l l  rating for each factor. Fair  or minimal  ra ti ngs indicate 
areas 1\·here im pro vemen t is most needed . 
1 )  The city organization i s  structured in a vvay that i s  understandable and 
allovvs for clear lines of authority, responsibility and d ecis ion making .  




Overa l l  rati n a :  
All  departments report to  a central administrator o r  
manager who co-ordinates a l l  services and programs. 
Responsibili ty for each service area is clear v.ri th n o  
dispu tes behveen departments or other agencies. 
The number of departments and agencies is 
appropriate for the size of city and l e vel of 
responsibil i ty assigned. 
Excell en t  Good Fair 
2) The policies and regula tions used to guide the d ecision making process 
are clear, comprehensive and easy to interpret. 
Yes No ? 
a) A policy document exists 1vhich explains hmv and 
\vhen to apply all  city policies. 
b) Legisla tion and regulations exist for all si tua tions 
\Vi th appropriate enforcement m echa n isms . 
���O�v_·e_r_a_li_r_a_t_in_.�g_:�����E_·· x_c_'e_l_l_en�t�����G_o_o_d����F_· a_i_r����Poor 
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3) The city has a very current and comprehensive strategic plan 1vh i ch is 
used to guide all  d ecisi ons . 




The s trategic plan incorporates all land use, 
economic, social and environm en ta l  pl a n s .  
The plan is  based on a set  of  corporate values H'hich  
promotes equity and fairness to  all . 
The plan includes specific objectives which can 
measure progress a ccurately . 
4) The city has a high level of co-operation and consensus among all of the 
key stakeholders in the decision making process. 
)'es No 7 
Overall ratino-: 
a) The politicians and the bureau cracy \\'Ork very 




The city works well with all senior governments 
with few d isagreements or delayed d ecisions . 
The level of co-operation between departments 
within the city is very high \vith fevv problems. 
The city works closely and 1vell 1vith special interest  
groups such as business and env i ronmen tal grou ps . 
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5) The level  of employee morale and productivi ty is excellent  l\' i th 
employees highly motivated, creative and \Vorking \velJ i n  teams .  




Ivianagers trus t and respect employees v1.' i th l i t tle 
supervision needed in most cases. 
Employees work together and freely ass is t  each o ther 
whenever i t  i s  necessary. 
Employees are happy in their work and very satisfied 
\vi th. the 1vay work is assigned . 
d) ivfanagers and e mployees are recognized and 
rewarded when they do outstanding work. 
6) The city i s  very av,rare and interested in meeting the needs of citizens and 
the users or customers of their services . 
Yes No 7 
\ a) 
b) 
The city regularly surveys their ci tizens and service 
users to identify their needs and level of satisfaction. 
The city uses feedback from citizens to help guide the 
development of their capital and operating budgets. 
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7) The city uses a system of priority se tting \Vhich is based on objective, factual 
information and a systematic method of assessing the overall  costs a n d  
benefi ts of  all decisions. 




Overall ra tino-: 
The city has a complete performance measurement 
system with measures of efficiency, effectiveness and 
quality for all  services and programs. 
The city conducts evaluation of costs and benefits o n  
regular basis especially on new, expanding o r  
a problematic service areas. 
The city uses a priority setting process which 
compares the economic and social benefits of v arious 
programs and services in order to expand or reduce 
the appropriate ones .  
Excellent Cood Fair 
8) The city is taking full advantage of all of the innov ations and technology 
\vhich is available and obtainable vvi thin their resource limitations. 




The city ensures that all existing technology is used to 
its fullest potential. 
The city is constantly looking for nev.r irmova tions 
and technology from around the world through 
magazines, conferences and o ther sources. 
The city conducts needs assessments and cost-benefit 
analysis to ensure that all cost saving innov ations are 
actually pursued. 
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9) The city is very open in the sharing of informa tion and comnrnn icates 
\vel l w ith everyone concerned about the ci ty 's welfare. 




Informa tion is always shared in a v,ray tha t allows 
inpu t on m ost decisions well in advance of any 
final decisions. 
The public is well informed and has full confidence i 
i n  the decisions made by the city go vernment .  
Informa tion is  shared between departments and is  
notused as a vvay to keep pmver and a u thori ty over 
v arious progran1s & decisions .  
10 )  The city i s  continuously searching for \vays to improve its operations 
and has excellent me thods of accountability .  





The city promo tes the search for new ideas from 
employees and citizens w i th many being adopted. 
The city systematically evaluates all services to fin d  
better ways to deliver t h e m .  
The city evaluates managers and s taff using modern 
appraisal and evaluation tools. 
The council and the senior bureaucrats are also 
evaluat ed on their performance by an independ ent  
source.  
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